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The Institute welcomes 
a new President
The Institute is pleased to announce that we have a new 

President – Professor Colin Coulson-Thomas. This is great 
news as Colin is an Institute member and works in many of 

the fields where we are strong. We very much look forward to 
working with Colin and promoting the Institute into new areas. 
You can read more about Colin elsewhere in the Journal

I would like to take this opportunity to thank our outgoing 
President, Lord Thurso, for his help and guidance over many 
years. The prestige he has provided has been vital in keeping our 
Institute at the forefront of the productivity profession.

A recent productivity survey conducted by Vodafone caught 
my eye recently; here are some of the findings. The survey of 
more than 3000 UK employees, revealed that employers have 
an untapped opportunity to boost workforce productivity. 
The survey found 23% of UK employees rate themselves as 

unproductive, equating to seven million of the total workforce. 
Perceived productivity slips further among Generation Z 
employees. When asked to rate their productivity out of 10, 
with 10 being the highest, 28% per cent gave themselves an 
unproductive score between zero and six.

The research suggests steps to improve productivity, such as 
creating a digital workplace. Around 38% of employees agree 
that their ideal place of work would have the most up-to-date 
technology. Those who do have the right technology to do 
their job effectively like their job more than those who don’t. 
Half go on to say the right technology helps them to be more 
productive. Poor technology prevents them from being as 
productive as they would like to be.

Creating a way of working that best serves the wider business 
and its customers can enhance employee productivity. A key part 
of this is where the work is done. More than half of employees 
surveyed work most of the time in their employer’s office or 
building, meaning workspace remains a vital component of an 
employee’s effectiveness. But with 43% of employees working 
from a customer or project site, making sure they can work 
effectively and are connected also helps to increase output.

The findings also suggest that there is still much to learn 
about Generation Z, despite an increasingly multi-generational 
workforce admitting that they need the influence of young 
people. Surprisingly, for Generation Z workers, the most 
important factor in making them more productive is the team 
around them – 74% say this, compared with just 60% of baby 
boomers. Thus having the technology available to collaborate 
with their colleagues and a successful team environment 
continues to matter. Further findings also reveal that half of 
workers surveyed believe processes at work stop them being 
productive; 47% blame too many meetings and 42% detail that 
the stress they are under is holding them back. 

I recognise many of these frustrations in my working life but 
enjoy the challenge of working around things I cannot change, 
so that productivity is not adversely affected.

A lighter note to end – this quotation made me smile. “If 
you’re talking behind someone’s back, that just means their life 
is obviously more interesting than yours…!” Unknown 

Julian Cutler

Creating a way of working that 
best serves the wider business 
and its customers can enhance 
employee productivity.



5Management Services 
Spring 2018

The Institute of Management Services has appointed 
Professor Colin Coulson-Thomas as its President. He is the 
sixth President of the Institute, previous presidents having 

been Lord Beeching, HRH The Duke of Edinburgh, Sir Monty 
Finniston, The Lord Chilver of Cranfield and Viscount Thurso. 

Colin is an Honorary Fellow of the Institute of Management 
Services and is a regular contributor to the Institute’s Journal 
Management Services, having written numerous articles on 
productivity and management topics.

Professor Coulson-Thomas is a visionary who has travelled 
the world, taking professorial appointments at universities 
on nearly every continent, advising corporations and 
public bodies, and speaking at major corporate events and 
international conferences – all in the name of improving 
the performance of organisations. He is a leading expert in 
competitiveness, direction and leadership, human resources 
and organisational behaviour. 

He has served on local, regional and national UK public 
sector boards, written more than 1000 articles and over 70 
books and reports, and led more than 20 investigations to 
identify the critical success factors for key corporate activities 
and quicker, more affordable and less disruptive routes to high 
performance organisations. One of his international roles is 
that of Director-General, UK and Europe for the Institute of 
Directors, India. 

He is also an Honorary Professor at Aston University, a 
distinguished professor at the Sri Sharada Institute of Indian 
Management-Research and Visiting Professor of Direction and 
Leadership at Lincoln International Business School.

Colin is an experienced chairman of award-winning 
companies, leads an international governance initiative and 
has a portfolio of professorial appointments across the world, 
advising corporate and public bodies on how to improve 
productivity and performance. 

Colin has expressed his delight on being invited to accept the 
position of President of the Institute, as he has really enjoyed 
his long association and membership of the organisation. He 
sees the Institute’s role of expounding the role of productivity 
as being a key factor in making companies more efficient and 
in raising the living standards. He is particularly keen to expand 
the Institute’s sphere of influence into the African and Asian 
continents. He stated: “There is much to be done nationally 
and internationally, and I will do my best to promote the 
Institute and its work in my writing and speaking.”

Institute Chairman Julian Cutler said: “I am delighted that 
Professor Colin Coulson-Thomas has agreed to become the 
Institute’s President, as he is a longstanding member of the 
Institute. He will make an excellent President and fulfil an 
ambassadorial role by projecting the image of Institute of 
Management Services to the world at large.”

Influential business academic 
appointed as Institute President

Lord Beeching  
(1967-1972)

HRH The Duke of Edinburgh 
(1972-1976)

Sir Monty Finniston  
(1976-1982)

The Lord Chilver of Cranfield 
(1983-2001)

Viscount Thurso  
(2002-2017)

Professor Colin Coulson-Thomas  
(2018-)
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IMS Journal moving to 
electronic format 
The Institute’s Council of Management has taken the decision 
to cease mailing a printed quarterly Management Services 
Journal to Institute members. 

The final IMS printed Journal will be mailed to members 
in June 2018, with subsequent quarterly Journals available 
on the Institute’s website for members to either view online 
or download in PDF format. 

For those members who wish to continue being supplied 
with a quarterly printed Journal, this facility is still available 
to them upon payment of an annual subscription of £25, to 
cover the cost of the four printed Journals and UK postage. 

If you are interested in subscribing to obtain a printed 
Journal from September 2018, then please contact the 
Institute’s office: admin@ims-productivity.com and register 
your interest. 

Members’ contact details
Do we have the correct contact details for you?

It would assist if members updated the Institute’s office 
with any recent changes to their contact details, be they 
postal addresses, phone numbers or email addresses.

Up-to-date email contact details will be essential when 
the Journal goes online in September 2018.

Email: admin@ims-productivity.com or telephone: 01543 
266909. Office Hours are Monday to Thursday 9am-4.30pm.

Visit to Matthew 
Boulton’s Soho 
House, Birmingham 

In October last year, a party from the West Midlands Region 
had a conducted tour of Matthew Boulton’s Soho House in 
Birmingham. Soho House is a hidden gem; 200 years ago 

it was in open countryside but is now surrounded by urban 
development with the expansion of the City of Birmingham.

Matthew Boulton was pioneering industrialist and 
entrepreneur born in Birmingham in 1728, where he inherited 
the family’s small manufacturing business. However, Boulton 
decided he needed more space for his ‘manufactory’ and 
purchased a farmhouse and about 30 acres of land in the open 
countryside outside Birmingham. Over time, he reconstructed 
the farmhouse as a modest mansion with a staff of 30, suitable 
for a Georgian gentleman of wealth. Adjacent to the house he 
had a farm and his factory, which, using innovative and new 
production techniques, produced a variety of metal goods 
including coins, medals, trinkets and ornaments. 

Matthew Boulton was a very dynamic and driven personality, 
interested in new ideas and developments in science and 
industry. He was a founding member of the famous Lunar 
Society of leading industrialists, scientists and thinkers of the 
day, which included among others, Erasmus Darwin of Lichfield 
(grandfather of Charles Darwin, the author of the Origin of the 
Species); Josiah Wedgwood, the famous potter and industrialist 
of Stoke-on-Trent; Joseph Wright of Derby, the well known 
artist; and Joseph Priestley, the scientist who discovered oxygen. 
A very important link with our industrial past and heritage.

John Hopkinson
Chair, West Midlands Region

Institute of Management 
Services Education Providers
Scott-Grant Limited is the only UK authorised provider of 
Institute approved courses. They offer through the year the 
Institutes Certificate course consisting of four one week modules, 
available as open or in-company training courses. You can choose 
from Time Study, MOST or PADS for module 2. The company also 
offers Institute approved Performance Rating Clinics.

Full details for all courses can be obtained by contacting:  
Scott-Grant Limited.
Director of Training: Richard Taylor.
Training Administration: Adele McShane-Syddall.
Tel: +44 (0)161 234 2121   Fax: +44 (0)161 234 2125.
Email: training@scott-grant.co.uk • www.scott-grant.co.uk 

The Institute’s Overseas Education Provider is the CCL 
Consulting Group based in Zimbabwe, which offers the 
Institute of Management Services Certificate Course. The 
company can be contacted as follows:
CCL Consulting Group.
Contact: Jonathan T M Pfumojena.
Email: tkpfumojena@gmail.com
Tel: +2634-779740/1 / +263 77228767 • Website: www.cclint.net

Please note that Jafcon based in Bahrain is no longer approved to 

offer Institute of Management Services approved training courses.
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47% of UK 
employees are 
considering 
leaving their job 
in 2018

Research by Investors in People has found that 
work flexibility, career progression, pay and poor 
management practices, are the main reasons why 

companies will lose talent in 2018.
The 2018 survey findings highlight an improvement in 

satisfaction across the UK job market, evidencing a fall of 
12% on last year’s figure, where 59% of respondents stated 
the intention to seek a new job.

The survey found that 49% of workers cited poor 
management as the main reason they are considering 
looking for a new job in 2018.

Given that UK productivity lags at around 20% behind 
that of the majority of our G7 counterparts, leadership and 
management are vital areas where improvements could yield 
tangible benefits both within the workplace and across the 
economy, and retain more 

Read the report and explore motivations, trends and ideas 
for retaining and nurturing talent in the year ahead, and 
beyond at 

https://www.investorsinpeople.com/sites/default/files/
JobExodus2018Final_0.pdf

UK managers are expecting a tough 2018, as the 
continued uncertainty surrounding Brexit knocks 
confidence in the workplace, and expectations of 

economic growth for the year ahead continues to fall.
These are the headline findings of the latest Future Forecast 

from Chartered Management Institute (CMI), which surveyed 
more than 1000 managers from across the private, public and 
charity sectors on their outlook for the year ahead.

The full report makes for some very worrying reading for 
UK managers, with optimism for the year ahead falling to just 
57% – the lowest level for four years. Almost one in four (23%) 
managers are gripped by pessimism when thinking about 2018, 
and a further one in five (20%) feel ‘ambivalent’ about their 

organisation’s prospects for the coming year.
CMI director of strategy and external affairs, Petra Wilton 

said: “The decline in managers’ optimism in the UK economy 
for 2018 is unsurprising given Brexit uncertainties. Managers 
are battening down the hatches, prioritising controlling costs 
over investing in development – particularly in their staff. 
But, this short-termism feeds a vicious downward cycle. We 
need to rebuild confidence and nurture growth through 
investing in people”.

Future forecasts for 2018 indicate nearly two-thirds (62%) of 
businesses will undergo a restructure in the year ahead, as 75% 
of managers name controlling costs as their main priority, with 
driving productivity important to 62% of managers.

UK managers’ predictions for 2018
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The need to reduce 
working hours in 
South Korea

South Korean President Moon Jae-in’s is leading a drive 
to give South Koreans their ‘right to rest’ by slashing 
work hours.

While the long hours were once considered necessary 
to fuel rapid economic growth, these are now seen as the 
source of the country’s social problems, including low birth 
rate and productivity. South Koreans work 2,069 hours a 
year, the second highest among Organisation for Economic 
Co-operation and Development (OECD) members, with only 
Mexico working more hours.

With the changing attitude toward work, Korea’s ruling 
and opposition party lawmakers reached a tentative 
agreement in November 2017 to cap weekly hours at 52, 
down from 68, and give an extra 50% in pay for weekends. 
President Moon pledged to cut hours during his presidential 
campaign in 2017.

But the agreement failed to reach the plenary session, 
as some lawmakers and labour unions argued for doubling 
the extra pay for weekend work to 100%. The Korean 
Confederation of Trade Unions said in a statement, that 
doubling pay for weekend work is necessary to reduce 
working on weekends, and an appropriate level of 
compensation for those who must do so.

“Shorter working hours are necessary for the sake of 
happiness but it needs to be discussed, along with ways to 
improve labour productivity,” said Kim Tai-gi, a professor of 
economics at Dankook University in Jukjeon, South Korea. 
“Without better productivity, it would have side effects like 
a decline in income for workers and an increased cost burden 
for employers.”

Labour productivity, as measured by total working hours 
and per capita GDP, was $33 per hour for Korea in 2016, 
compared with $24 for Chile, $41.5 for Japan, $60 for France, 
and $63 for the US, according to OECD data.

Deteriorating 
standards in UK 
numeracy and 
literacy

Increasingly, Britain produces greater numbers of graduates 
from its universities. 

In 1999, Tony Blair set the target of 50% of young people 
going to university. The objective being that increasing the 
number of Britain’s with degrees would improve the country’s 
skill levels, which would in turn boost UK productivity.

The Blair target has been successful but it hasn’t yielded the 
benefits that were anticipated. We have the quantity obtaining 
degrees but do we have the quality? Britain boasts the world’s 
best and second best universities, based on the latest rankings, 
yet fundamental skills levels have been deteriorating, with fewer 
graduates having the basic skills of English and mathematics. 

This problem is not a UK-specific phenomenon; it has also 
been observed in the US and Canada. However, Britain’s problem 
is particularly acute. A recent OECD report ranked countries by 
numeracy and literacy among tertiary education students and 
the UK was near the bottom.

OECD reports can be seen at:
https://www.oecd.org/unitedkingdom/building-skills-for-all-

review-of-england.pdf
https://www.oecd.org/skills/piaac/The_Survey%20_of_Adult_

Skills_Reader’s_companion_Second_Edition.pdf

Japan falls to 14th 
in manufacturing 
productivity

Japan’s manufacturing sector, once hailed as the world leader 
in productivity, has declined steadily against global peers 
during this century, amid a weaker yen and the growth of 

technological advances in other countries.
In 2015, Japan was 14th among members of the Organization 

for Economic Cooperation and Development, a ranking 
compiled once every five years. Japan was ranked first in 1995 
and 2000 but tumbled to No 7 in 2005, No 10 in 2010, and finally 
14th in 2015. Even the UK has a higher ranking than Japan. 

The weaker Japanese currency contributes heavily to the 
country’s declining labour productivity, plus the accelerated shift 
in production processes from advanced to emerging economies 
in recent years also played a part.

To boost Japan’s productivity, the government intends to 
offer tax breaks and other rewards for companies that invest in 
innovative technologies.
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Details of the explosion in UK workplace red tape was 
revealed in the report published by the Institute of 
Economic Affairs, a free-market policy think tank based 

in Westminster. The research indicated that the proportion of 
employees in the UK carrying out work that requires some form 
of official certification has doubled over the last 15 years.

It was found that one in five UK workers required some 
form of official certification. This means significantly more 
occupations are regulated in the UK than in France, Italy and 
Belgium.

The report warns that the regulation was restricting job 

growth, forcing up prices and blocking many competent workers 
from possible employment opportunities. The report indicated 
that the UK Government should launch a blitz to cut back the 
widespread use of licencing schemes to boost the economy.

Report author Len Shackleton, Head Editorial Research Fellow 
at the Institute of Economic Affairs, said: “It is disturbing to 
realise that more occupations in the UK are now regulated 
than in France or Italy – countries which are typically associated 
with heavy employment regulation. The government should 
open up occupations to greater competition and thus boost 
productivity.” 

A recent report from PwC describes how artificial 
intelligence will transform the productivity of 
companies and have a significant impact on the GDP 

potential of the global economy. 
The report, headed Sizing the prize, establishes that 

for many businesses to grow, they need to make strategic 
investments into artificial intelligence technology. This is 
based on the premise that to stimulate consumer demand, 
product enhancements are required.

In total, PwC calculated that artificial intelligence could 
contribute up to $15.7 trillion to the global economy 
by 2030. This is by taking into account the totality of 
innovation across healthcare, automobiles, financial services, 

transportation, logistics, retail, utilities and manufacturing.
In financial services, artificial intelligence can reduce costs 

and save time. This can be achieved through developments 
such as robo-advisors which provide customised investment 
solutions for businesses and consumers. These services 
enable investors to manage finances in real-time to match 
goals and to optimise funds. The main barrier to realising 
this new kind of service is customer acceptance. The global 
bank HSBC, plans to launch an online investment advice 
service in early 2018.

The full report can be seen at: 
https://www.pwc.co.uk/economic-services/assets/ai-uk-

report-v2.pdf

Artificial intelligence
will transform
productivity

Excessive employment regulation 
impacts on UK productivity
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BOOK REVIEW

Title: Understanding Business Accounting for Dummies
Author: Colin Barrow and John A Tracy
Publisher: John Wiley & Sons; Fourth UK Edition  
(January 2018)
ISBN: 10: 1119413532
Pages: 432

The book is now in its fourth edition and an essential 
read for small business owners or anyone with budget 
responsibilities. The book is written in a style that 
simplifies all aspects UK business accounting. Having 
an understanding of your company’s finances is crucial, 
if your company is to be operated in an efficient and 
productive manner. 

The book has 18 comprehensive chapters, each covering 
an aspect of accounting. Each chapter is written in such 
a way that it stands alone, making it easy to pick specific 
chapters to read as required. The book explains in simple 
language, the many complex aspects of accounting.

The first chapter of the book is an introduction to 
accounting and is written in a style that non-accountants 
can easily understand. 

Accounting is a speciality that is full of complex jargon 
and technical terms, and in order to assist the reader, the 
Appendix clearly defines many of these terms in a way 
that will enhance the reader’s knowledge.

The concept of accountancy is a mystery to many people 
but this book seeks to inform the uninformed, and will 
certainly enhance the reader’s understanding of the 
basics of business accounting. It covers everything from 
evaluating profit margins and setting budgets, to writing 
financial reports in a straightforward and concise manner. 

Productivity professionals will certainly acquire 
knowledge from reading this book that will serve them 
well in improving the efficiency of their organisation.

Title: How to speak so people really listen
Author: Paul McGee
Publisher: Capstone (2017)
ISBN: 978 0 857 08720 1
Pages: 220

Paul McGee is one of the UK’s leading speakers on the subject 
of change, workplace relationships and motivation. His aim 
is to deliver a practical, relevant message that can make an 
immediate impact on people’s professional and personal lives.

The skill in presenting to people is knowing whether your 
audience is getting benefit from and is really engaged in what 
you are saying. Paul in his book, sets out to get you to think 
about your audience and what they should be getting out of 
your presentation. The book is structured into three parts: 
1. The seven great sins of speaking
2. Eight great ways to speak so people listen
3. I’m glad you asked that
This book also contains much sound guidance but some is 
really just common sense. At times the explanations are over 
complicated and could have been shortened.

The text makes use of a very good font size making for an 
easy read. I also liked that the text is broken up with quotes in 
the pages, inset in speech bubbles. The book is certainly thought 
provoking and will get the reader thinking when they read 
the interesting hints and tips for managing the issues they may 
encounter when setting out to give a good presentation.

Being an expert in a topic or subject area, does not always mean 
that we are good communicators and as such, this book offers the 
guidance that will help improve our communication skills.

Easy to read, this publication contains lots of sound guidance 
and easily applicable tips for speaking better in public. 
Whether you are making a presentation to a large audience or 
just speaking to a small group of people, it is an essential read.
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Innovative economies
South Korea: A model of economic modernity. By Dr John McManus

One of Asia’s most powerful economies, South Korea, 
is manoeuvring skilfully towards further prosperity. 
According to the International Monetary Fund world 

outlook (2016) South Korea will enter the list of the world’s 
top ten largest economies in the next decade. For the people 
of South Korea, their understanding of economic and political 
relationships over the past seven decades have deepened in 
response to the changing reality of economic development and 
the ongoing political situation with North Korea. In addition, the 
relationship between South Korean and its main economic trading 
partners China, the United States, and Japan, has strengthened 
the geopolitical debate amongst political leaders and policy 
makers responsible for South Korea’s current and future economic 
prosperity. It could be argued that at present, South Korea is 
at a political and economic crossroads, where structural and 
fiscal decisions will affect its ability to increase growth, tackle an 
inflexible labour market and increase productivity. In this context, 
the focus of this paper is on the evolution of South Korea’s rise to 
economic prosperity and the geopolitical decisions which have and 
will, influence its progress to further economic affluence.

Political background
In the early part of the 20th century, Korea was annexed by the 
Empire of Japan (1910) and became a Japanese colony, providing 
cheap labour to create wealth for Zaibatsu, (the Zaibatsu were the 
industrial and financial business conglomerates in the Empire1 of 
Japan). From the late 1930s until 1945, the colonial government 
pursued a policy of assimilation, whose goal was to force the 
Korean peoples to speak Japanese and to consider themselves 
Japanese subjects. Political events in the East Asia region suddenly 
changed when Japan entered WWII in December 1941. The 

Japanese were eventually defeated in September 1945 and this 
ended the Empire of Japan’s 35-year rule of Korea.

The division of Korea at the 38th parallel in 1945, created two 
separate states; the Democratic People’s Republic of Korea in North 
Korea and the Republic of Korea in South Korea. Since its division, 
North Korea has gone on to develop economic ties with Russia 
and China for the supply of oil, machinery and technology. South 
Korea moved towards the US and its free market economy, which 
afforded access to capital and superior technology. 

After gaining its sovereignty from Japan and three years of 
United States occupation, South Korea became an independent 
state in 1948. The communist revolution in China in 1949 quickly 
spread to Korea, leading to the Korean War in the early 1950s. In 
the aftermath of the Korean War (1950-53), and from a very low 
base of per capita income South Korea went on to become one of 
the most prosperous post-industrial economies in the continent of 
Asia. From an historical perspective, the post-Korean War period 
can be distinguished into three phases: (i) import substitution 
policies (1954-1960), (ii) export or outward orientation (1961- 1979), 
and (iii) balance and stabilisation (1980 onwards). From which 
distinct sets of policy goals and economic instruments can be 
identified for each period.

Early growth of the South Korean economy (1954-1960)
Following the 1953 armistice, levels of unemployment, 
underemployment and poverty, were widespread in South Korea 
with 40% of the nation’s population suffering from absolute 
poverty. More mineral resources and industrial knowhow, together 
with Russian aid in restoring productive capacity enabled the North 
to rebuild its infrastructure and industrial capacity much faster than 
the South. 
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In the period 1954-60, North Korea’s industrial production grew 
about twice as fast as did the South’s. This became a cause of 
concern for the South Korean administration and its President Dr 
Syngman Rhee2. Rhee, a Harvard and Princeton educated scholar 
was considered by some to be an authoritarian leader who was 
heavily influenced too much by the US free market economy. In 
1954, President Rhee pressed for economic and education reform. 
Rhee’s implemented reforms in higher education, provided more 
opportunities for upward mobility to a large number of young 
people. Education reform acted both as an economic and political 
catalyst among the young, particularly in view of the strong 
emphasis placed on democratic values and ideas by intellectuals.

Better education and the administration’s post-war economic 
policies, contributed to accelerated urbanisation. Reconstruction 
projects to re-build its industrial base created jobs in the cities; the 
urban population increased from 24% in 1955 to 28% in 1960. 
These changes had a direct impact on politics, because the better 
educated and urbanised elements became increasingly vocal and 
more independent in their political judgments.

Structural adjustment to its economy was seen as a key goal by 
the South Korean administration. Benefiting from financial aid, 
mainly from the United Nations and the US, South Korea began to 
increase industrial production, with emphasis on chemical, steel, 
textile, and cement production and electrical power generation. 
In order to reduce dependence on imports, such prime items as 
fertiliser and steel began to be produced domestically. Selected 
firms in these industries were given privileges to buy foreign 
currencies and to borrow funds from banks at low rates of interest. 
These industries absorbed surplus labour from rural areas, and 
contributed to an increase in per capita income and savings rates.

Five years after liberation, the Korean War triggered increased 
inflation and the potential collapse of the Korean economy. 
After the war and at the request of the United States, the Korean 
administration fiercely pushed forward economic stabilisation 
reforms. During the period 1954-58, the average rise in Gross 
National Product (GNP), was 5.5%. Although foreign investment 
was key to South Korea’s restructuring programme, in 1958 there 
was a change in political policy which led to the tightening of fiscal 
and monetary policies, and the phasing out of the United Nations 
Korean aid programme. This led to a shortage of raw materials for 
import dependent industries. This in turn, led to a down-turn in 
economic growth and rapid increases in inflation.

Under President Rhee’s Import Substitution Industrialisation (ISI) 
policy, little attention was given to exports, which were primarily 
intended as a secondary economic strategy, designed to finance 
ISI. ISI was based on the argument that reducing dependency on 
foreign goods through local production of industrialised products is 
more productive. President Rhee saw ISI as an appropriate strategy 
to rebuild the economy through domestic consumption. However, 
creating a self-sufficient economy based on domestic production 
proved to be somewhat problematic.

South Korea is highly dependent on foreign aid from the US, 
the first annual US economic aid bill3 after the armistice was US 
$200 million; aid peaked at US $365 million in 1956. During 1946-
1978, Korea received military and economic assistance from the 
US amounting to a total of $12.6 billion. South Korea’s population 
was 25 million in 1960, translating into $500 per capita. Although 
South Korea was benefiting from the US aid programme during 
the 1950s and 1960s, the rate of domestic savings and foreign 
private investment was very low. The composition of exports is 
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another crucial point. South Korea’s main export commodities and 
contribution to GNP were fishing, agriculture, and mining.

Export promotion and industrial expansion (1961-1979)
Political leadership involves setting national goals and priorities, 
mobilising resources and public attention for collective tasks. 
President Rhee’s administration felt that they should have the 
right to limit dissent, in order to nurture a nationalistic spirit 
throughout the country. Following allegations of electoral fraud 
and civil disorder (during which 142 students were killed), President 
Syngman Rhee was forced to step down in April 1960. After the 
resignation of President Rhee and the brief administration of 
Chang Myon, a military junta led by Major General Park Chung-hee 
came to power. Park Chung-hee became the third President of 
South Korea in 1963.

Under the leadership of President Park Chung-hee, South 
Korea achieved rapid economic growth, with per capita income 
rising to roughly 17 times the level of North Korea. The economic 
transformation that was achieved under President Park’s leadership 
in the 1960s and 1970s is a chronicle of national transformation 
from poverty to wealth. The strategy adopted was to utilise 
Western knowhow and technology to further economic growth 
but protect their traditional cultural and religious practices.

Although evident in the 1950s, the capacity for growth within 
South Korea in the 1960s and 1970s4 has been attributed to two 
main forces. First, the administration’s dedication to economic 
growth fostered the opportunity to learn by doing. Second, there 
was a differentiation of the industrialist functions into different 
parts which were increasingly handled by employees, professional 
specialists, government, and the market. 

In May 1961, the junta led by General Park Chung-hee vowed to 
make an all out effort to build a self-reliant economy and to carry 
out a great human revolution by clearing out corruption and bad 
practices in the administration, and by introducing a new morality. 
Park Chung-hee’s administration implemented fundamental and 
comprehensive economic reforms hardly found among other 
developing countries in the world in early and mid-1960s5. 

The relationship between free enterprise and democracy in 
developing economies is complicated by the fact that neither free 
enterprise nor democracy developed is ever pure or original. To 
feed its growing aspirations to be a self-reliant economy a Five-
Year Plan (1962-66) was set in motion; its aim was to shift emphasis 
away from ISI to a strategy of stimulating growth through 
industrial expansion and export promotion in key sectors such as 
electronics, shipbuilding, and automobiles. The priorities were:

•   An increase in energy supply, including electric power and coal.
•   An increase in agricultural production and farmers’ incomes.
•   An expansion of key industries and social overhead capital. 
•   An emphasis on national land conservation and development 

through utilisation of idle resources, particularly labour. 
•   An improvement in the balance of payments through the 

expansion of exports. 
•   An increased promotion of science, innovation and technology.

During the 1960s, the administration actively promoted exports 
with pecuniary and other incentives for exporters. Initially, these 
incentives were non-discriminatory, in the sense that all exporters 
with good export performance were entitled to them, regardless 
of their business sector. The growth in commodity exports, (Table 

The Korean War triggered 
increased inflation and the 
potential collapse of the 
Korean economy. 

1) was exceptional and exceeded all expectations. During this five 
year period, industrial performance was also outstanding and 
ambitious growth metrics were also set in each of the next two 
years. 

The second Five-Year Plan (1967-71) introduced in 1967, set an 
annual growth rate of 7% which had been met by the end of 1968, 
so its goals were revised upward, and again were surpassed before 
the end of the plan. The annual average increase in industrial 
output for the five-year period was a significant 23%. This second 
plan stressed modernising the industrial structure and rapidly 
building import-substitution industries, including those heavy steel, 
machinery, and chemical industries. The plan to promote South 
Korea’s heavy industry was in hindsight too ambitious, considering 
its economic development level, technological competitiveness 
and size of its domestic market at the time. Another component 
of the plan was building awareness in science and technology; this 
was perhaps more successful. Its goal was to facilitate the level of 
technology and productivity through the promotion of scientific 
and management skills, and by improving the use of labour 
resources.

 
Table 1: South Korea Commodity Exports (1962-1971) 

First Five Year Plan (1962-66) Millions US dollars
1962 55
1963 87
1964 119
1965 175
1966 250

Second Five Year Plan (1967-71) Millions US dollars
1967 335
1968 486
1969 658
1970 882
1971 1132

Source: Bank of Korea, Economic Statistics Yearbook6.

The benefit of South Korea’s trade success was to enable President 
Park Chung-hee’s administration to gradually loosen import 
controls. This action in part, led to the added benefit of additional 
inflows of foreign capital, which brought about a gradual increase 
in foreign exchange holdings over the five year period (inflows of 
both short-term and long-term loans including cash loans)7. For 
example, the total capital that flowed in from Japan alone during 
1967-71 amounted to US $760 million, which was approximately 
23% of South Korea’s total exports.

Towards the end of the second Five-Year Plan, the South Korean 
foreign debt had accumulated to about US $3 billion and required 
almost 30% of export revenues to service this debt. The profound 
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transitions brought about by the first and second Five-Year Plans 
and the accumulating debt led the administration to reconsider 
its economic policies and the publication of its third Five-Year 
Plan (1972-76). The focus of this plan was to reenergise its heavy 
industries such as ship building and chemicals. Despite its large 
debt, South Korea was motivated to offer their foreign investor 
high returns in exchange for cash backed loans. The administration 
argued that many of its export industries had not yet reached their 
full potential. In addition, international monetary adjustments 
(devaluation of the dollar) had helped improved South Korea’s 
competitive position.

Prior to the global oil crisis of 1973-74, South Korea was meeting 
its economic goals; the oil crisis forced the administration to 
respond quickly to a worsening trade balance. As a result, the 
administration modified its outward-looking development strategy. 
By the time the administration had published, its fourth Five-Year 
Plan (1977-81) oil prices had stabilised, international economic 
conditions had moved in its favour. The administration adopted 
strategies to liberalise the economy and to introduce greater 
competition in all sectors by relying more on market methods.

According to the Economic Planning Board (EPB)9 in the years 
1962-80, South Korea achieved an average 8.2% annual growth 
rate but without foreign loans, the country’s growth rate during 
the same period would have recorded around half this figure at 
best. In short, it suggests that South Korea’s high annual growth 
rate, despite low domestic savings at the time, was attributable to 
the country’s special relations with the US and Japan during the 
Cold War era and the rapid expansion of the European market.

Park Chung-hee’s presidency came to an abrupt end in 1979 
when he was assassinated. General Chun Doo-hwan seized power 
the following year. Chun Doo-hwan was elected President of South 
Korea from 1980 to 1988.

Balance and stabilisation (1980 onwards)
Moving into the 1980s, the South Korean administration started 
removing subsidies and preferential loans, gradually shifting its 
concerns to the problem of making rapid growth more harmonious 
and less wasteful. The Fifth Five-Year Plan (1982-86) promoted an 
increasing shift away from heavy industry towards high-technology 
(televisions, videocassette recorders, and semiconductor-related 
products), and the information-related computer industries. 
Revisions to the Plan (1984-86) as a consequence of the Latin 
American debt crisis from 1982, switched the strategic emphasis 
from growth at any cost to growth with stability. Although South 
Korea had comparable levels of indebtedness to Argentina, 
it remained relatively unaffected by the crisis in spite of high 
international interest rates.

During this period, South Korea built-up its technology and light 
manufacture industries to satisfy a greater demand on the world 
market for consumer electronics. The South Korean administration 
was also keen to invest in education, research and development 
(R&D) and to improve infrastructure and services. During the 1980s, 
the largest areas of government expenditure were in economic 
services (including infrastructural projects and R&D through 
the establishment of the National Research and Development 
Programme), national defence, and education. For example, the 
introduction of free compulsory middle-school education began 
in 1985 in farming and fishing areas, and was gradually expanded 
nationwide.

Another major government initiative introduced in 1985, was 
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the enactment of the Industrial Development Law (IDL). The main 
contents of this law were the removal of government regulation 
and the introduction of fair competition, abolition of specific 
industry promotion and the setting up functional promotions, 
such as technology development and productivity enhancement, 
as well as the establishment of the Industrial Development 
Council, which included business leaders from the private sector. 
In part, the IDL promoted the removal of unnecessary regulations 
and improved trade reforms to assist in raising export revenues 
and reducing the countries balance of payments. At the time of 
the law’s introduction South Korea remained highly dependent 
upon manufacturing than most developing countries. In 1987, 
manufacturing accounted for 30% of the Gross Domestic Product 
(GDP) and 25% of the work force.

By the beginning of 1990, South Korea had achieved a 
favourable economic trade balance and stabilisation of 
employment. As an illustration, the unemployment rate of high 
school graduates dropped by 63%, while those with less than 
high school education dropped by 71% down to a recorded 1%9. 
One benefit of the administration’s education reforms, was the 
increased availability and supply of highly educated labour which 
led to an improvement in income distribution. Many economists 
support the notion that among market forces, high economic 
growth, accompanied by very low unemployment rates especially 
among low educated labour, tends to improve income distribution. 
During the 1990s, the redistribution of income10 was a key factor 
in stimulating domestic consumption in its growing consumer 
technology sector. In 1996, South Korea was admitted to the 
Organisation for Economic Cooperation and Development (OECD), 
and whilst South Korea had experienced reasonable growth in the 
early 1990s, its economy was one of the most badly affected by 
the 1997 Asian Financial Crisis, largely because of lax regulation, 
weak policies and loose corporate governance practice within 
its liberalised financial system. The lifting of restrictions on bank 
lending expanded credit to mature uncompetitive industries, led 
to a growing lack of confidence amongst investors. On average, 
credit outstanding with commercial banks increased significantly 
between 1995 and 1997. Rising domestic wages and falling total 
factor productivity (a common measure) resulted in much needed 
restructuring of its industry to prevent the economy going into 
free fall. Assistance in the form of emergency loans from the 
International Monetary Fund (IMF) prevented many banks going 
bankrupt.

In 1998, Kim Dae-jung11 was sworn in as President (1998-2003). 
His presidency coincided with an economic revival after a sharp 
devaluation of the South Korean ‘Won (KRW)’ and a more 
balanced approach to exporting and domestic consumption. A 
problem associated with over promoting export sectors and piling 
up trade surplus is that it can repress domestic sectors within the 
economy. In many Asian economies, including South Korea, export 
sectors are largely driven by foreign direct investments (FDI), which 
are attracted by financial incentives such as tax breaks, free land 
use rights, trouble-free access to financing and so on. The financial 
structure in export-led economies can make easy and safe profits 
for investors by over allocating finance, which in turn limits the 
access of capital within other sectors of the economy.

Following South Korea’s accession to the OECD (1996), the 
administration furthered its economic liberalisation by amending 
the Foreign Capital Inducement Act to create the Act on Foreign 
Direct Investment. Its main purpose was to bring South Korea’s 

FDI processes in line with international norms and standards 
and remove some of the restrictions on inward investment. The 
increased growth of FDI inflows reached a peak of US $10.7 billion 
in 1999, while outflows stabilised at around US $4 billion per 
annum, leaving Korea as a net recipient of FDI. During the 1990s, 
the US and the Netherlands were responsible for between 30 and 
50% of inflows, with strong inflows from elsewhere in Europe 
(France, Germany and the UK).

When South Korea entered the millennium (2000), President Kim 
Dae-jung administration was keen to promote R&D and its growing 
technological capability through its national innovation system. 
The process of technological capability in South Korea at this time, 
was characterised as a dynamic process involving the interplay 
between imported technologies and indigenous R&D efforts. A 
distinctive feature of R&D in South Korea is the strong role played 
by private companies. Two key indicators of South Korea’s national 
innovation system were (i) R&D expenditure increased from US $9 
million in 1969 (73% public) to US $24 billion in 2006 (75% private), 
and (ii) the number of researchers increased from 5337 in 1969 to 
256,598 in 2006; 7% in government, 26% at university and 68% in 
private sector12.

Under President, Kim Dae-jung (and his successor Lee Myung-
bak) South Korea invested a larger share of its income in R&D; 
more than many other countries with similar or higher per capita 
incomes. One of the largest spenders on R&D among OECD 
countries, South Korea sees R&D as a way of enhancing technology 
and competitiveness. Industrial R&D activities in South Korea 
are highly concentrated in large enterprises. The extremely high 
concentration of industrial R&D reflects the industrial structure, 
which is oriented toward large firms. In order to promote private 
innovation, the South Korean government offers various forms 
of incentives for industrial R&D and innovation. South Korea 
employs grants and tax credits as the major instruments to promote 
industrial R&D; these are complemented by support programmes 
such as procurement, technical consultancy, information, and 
technology transfer. The top five industrial R&D investment firms 
are Samsung Electronics, LG Electronics, Hyundai Motors, Hynix, 
and GM Daewoo Auto and Technology, all of which are chaebol 
companies. Samsung Electronics for example, spent US $13.4 
billion on R&D in 2013, the firm’s many innovations have allowed 
Samsung to emerge as the leader in LCD and Smart TV.

Although South Korea spends a larger share of GDP on R&D 
than many developing countries, at around 4.3% it still lags 
far behind advanced industrial countries in the cumulative 
R&D stock, which is seen as one determinant of a nation’s 
knowledge power. The challenge for South Korea is to 
overcome the disadvantage of being a late starter. There is a 
belief among some Korean analysts that excessive reliance on 
private industries for R&D investments has made the innovation 
system vulnerable in a number of ways. The system places so 
much emphasis on applied research and development, that it 
has failed to build up a strong foundation for the long-term 
development of science and technology. On the other hand, 
some industrialists have pointed out that the R&D system is too 
sensitive to changes in the economic and business environment. 
Despite such reservations, it is difficult to refute the positive 
contributions that R&D and innovation efforts have made to 
the economy. Rapid growth in R&D investment has led to a 
remarkable increase in patent registration. The number of 
patents registered with the South Korea Industrial Property 
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Figure 1: South Korea Economic Growth (percentage real GDP15).

Source: World Bank Statistics (South Korea).
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Office increased from 1808 in 1981 to 123,705 in 2007, an 
increase of almost 70 times in 26 years13. 

President Lee Myung-bak14 (2008-2013) elected after a landslide 
victory in the 2008 election, ushered South Korea into a fresh phase 
of development. At his inauguration.

President Lee Myung-bak presented a brief outline of his 
goals for his five-year term, that included streamlining the 
administration, revitalising the economy, and laying a foundation 
for Korean unification. President Myung-bak’s economic goals 
were expressed in the ‘747’ plan. The plan pledged a 7% economic 
growth rate, an increase in GDP per capita income to 40,000 US 
dollars and to make the nation the seventh largest economy in 
the world within a decade. At the time of President Myung-bak’s 
inauguration, few economists believed that South Korea, the 
world’s 11th largest economy in terms of GDP, was capable of 
achieving an annual economic growth rate of 7%.

In an effort to streamline the administration and increase 
efficiency, President Myung-bak proposed a substantial 
reorganisation of government ministries and agencies, in part 
to distance his presidency from the previous regime. During the 
inaugural speech, President Myung-bak referred to business 
corporations as “the source of national wealth and the prime 
creator of jobs.” Similarly, President Myung-bak’s pledge to cut 
corporation tax by 5%, to encourage small and medium-sized 
businesses to grow in size and to compete with large corporations 
was well received by the business community.

President Myung-bak’s ambitious set of goals for his term in 
office were hit hard by the 2008 global economic downturn, and 
the plan’s success was jeopardised by the ensuing global recession. 
As the global recession took hold, oil prices rose to record levels 
and inflationary pressure mounted, the administration switched 
its policy focus from economic growth to one of stability. As 
a result, the 747 plan was abandoned in favour of goals that 
were more realistic. Although the decision to drop the plan 
was rational, given public opinion and the economic landscape, 
for a while it did undermine President Myung-bak’s leadership. 
However, President Myung-bak’s reputation remained intact and 
the economy recovered in subsequent years, reaching over 6.5% 
growth in 2010 (Figure 1).

During the global financial crisis, President Myung-bak’s 
administration managed to maintain unemployment at 4% 
and contain its debt and financial deficit (as an illustration, the 
administration ran a deficit only once in 2009, and debt as a per 
cent of GDP rose to only 2.5%). During his administration, he 
managed to push through two major free trade agreements, to 
increase exports. One such agreement, the US-Korea Free Trade 
Agreement, was ratified by both governments in 2011 and went 
into effect in March 2012. 

 As countries become wealthier, the law of large numbers work 
against the ability to sustain growth rates of the past. As indicated 
in Figure 1, between 2012 and 2016 the economy experienced slow 
growth at just under 3% per year, largely due to sluggish domestic 
consumption and a drop in foreign demand for South Korean 
exports, increased competition from regional rivals such as China 
and Japan, and declining foreign investment. 

Park Geun-hye became the 18th President of South Korea in 
February 2013, the country’s first female leader. When she took 
office, she vowed to improve the economy by boosting creativity 
and entrepreneurship. However, President Park’s administration 
faced big economic and structural problems, such as a weakening 

During the global financial 
crisis, President Myung-bak’s 
administration managed to maintain 
unemployment at 4% and contain 
its debt and financial deficit.

Won, balancing its reliance on exports which are contracting with 
restructuring efforts in the country’s financial services, consumer 
electronics, steel, shipbuilding and shipping industries (shipbuilders 
and shipping companies have been eliminating jobs and selling 
non-core businesses after major losses). In addition, South Korea’s 
trade deficits with Japan, Taiwan, Australia and Germany, continue 
to be a concern. With an ageing population of 48 million, South 
Korea is desperately in need of young people to sustain its high-
technology industries and maintain its future competitive position.

President Park Geun-hye’s administration was (and still is) dealing 
with a rapidly ageing population, social welfare needs, gender 
inequality, an increasingly growing and inflexible labour market, 
the dominance of large conglomerates and the heavy reliance 
on exports. Some observers have noted a lack of political and 
economic persuasion to deal with issues of labour flexibility (in 
the last 20 years, the workforce has moved from more productive 
manufacturing to less productive services industries, aggravating 
income disparity). Sogang University economist Cho Yoon-je16 has 
been critical of the South Korean administration, highlighting 
the low productivity of South Korean workers, advocating an 
end to the irrelevant work that its hierarchical workplaces, 
including the government itself, demands. For its economy to 
become more advanced, it needs to seek breakthroughs in high 
technology manufacturing and productive knowledge, based 
services. Advancement in these industries is not possible without 
higher knowledge and continued investment in education and 
the sciences. Without question, this should be a primary concern 
for the newly elected President Moon Jae-In, and any future 
administration which succeeds the presidency.

Postscript
President Park Geun-hye was removed from office after the 
Supreme Court backed a parliamentary vote of impeachment 
based on alleged corruption. Park Geun-hye was impeached by 
parliament in December 2016. The verdict was upheld in March 
2017. On May 9, 2017, Moon Jae-In became South Korea’s first 
liberal president in nearly a decade.

References available – please email editorial@msjournal.org.uk
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Student of 
the Year 2017
The IMS Student of the Year for 2017 is Rachel Pallan, a graduate 
engineer from Nissan Motor Manufacturing (UK) Limited.

At the Scott-Grant Training Centre in Manchester in 
mid-February, Rachel Pallan was presented with a 
framed certificate of this international award by IMS 

Chair of Education, Simon Tate, and David Blanchflower, 
Institute Treasurer, gave her a specially engraved trophy.

Rachel, a mechanical engineer qualified to PhD level, joined 
the North East-based manufacturer in 2017 after 10 years in 
the bio-medical field, and immediately found her niche in 
industrial engineering. Having attended the four week IMS 
Certificate course at Scott-Grant, she felt the content was 
really stimulating and the course structured and intensive. 
The training provider’s managing director, Richard Taylor, also 
presented her with a certificate and gift.

Seven years earlier, Rachel’s brother Glenn had also attained 
the IMS Certificate via the same graduate programme at 
Nissan. He was a runner-up for the Student of the Year award 
for 2010 and his parting words of encouragement to Rachel 
as she started on the course, included a typical brotherly 
comment: “...as long as you don’t do better than I did!”.  
“He’s getting over it,” Rachel assured everyone.

Senior industrial engineer, George Motion, Rachel’s 
manager, was naturally delighted to celebrate her 
achievement. Having recruited her to Nissan, he expressed 
his confidence in her ability to become a productivity 
professional of the highest order as her skills develop. “She 
is really enthusiastic as she applies all the knowledge she 

The award winners line up alongside their tutors in front of their managers and officials from the Institute and Scott-Grant.
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learnt on the course − and her friendly and approachable 
personality is just right for our kind of work. We deal with a 
lot of emotive issues like headcount and cost reduction, and 
Rachel can hold her own in these issues, as well as really try 
to help people. She’s an excellent member of the team.”For 
Rachel’s part, the IE role suits her well. “I find my work really 
fascinating and I particularly enjoy the number crunching and 
data analysis. I’m lucky to be part of a department of nine, 
with a good mix of experience and backgrounds to tap into,” 
she said.

A new dimension
There were three runners up to the Student of the Year award 
for 2017: Daniel Green, a work study consultant with the 
Department for Work and Pensions (DWP) based at Sheffield; 
Dane Ryan, a productivity analyst from Next Distribution in 
Pontefract; and Michael Ladhams, an industrial engineer (IE) 
with Jaguar Land Rover (JLR) in Coventry. So, a good spread 
of businesses was represented this year with manufacturing, 
public sector and distribution, and all the winners agreed that 
the IMS Certificate course has given them a new dimension in 
their work life.

Dane Ryan began work as an 18 year old warehouse 
operative with Next Distribution before moving into a training 
role three years later. “This background has been particularly 
useful in my new productivity role, because I understand a lot 
of the elements I’m observing and studying.” His manager, 
senior productivity analyst Peter Waller, agreed: “Dane has a 
depth of process knowledge of one of the warehouses he is 
now responsible for and that is really valuable.”

Michael Ladhams had joined JLR on a graduate programme 
in 2015, having studied aerospace engineering. He has, like 
Rachel at Nissan, found his niche in industrial engineering. 
“My mindset is focused, mathematical and practical, and 
the IE work is a great fit for my skills and approach,” he 
explained. He is working in JLR’s  Powertrain manufacturing 
engineering facility, so is involved in line balancing and 
creating allocations. His manager, senior productivity manager 
Mark Hudson, added: “After his degree, with an engineering 
foundation in place, Mike has found this new role very 
stimulating. He travels frequently to our joint venture 
operation in China to do similar work. We’re delighted he has 
got this high level of accreditation and achievement. There 
are other IEs here with the Certificate qualification so we can 
appreciate just how well he has done to get this award.”

Also raising a glass to success was Daniel Green’s manager 
at the DWP, Catharine Madigan, whose work study team 
covers the whole of the organisation from pensions and 
NI offices, to job centres and benefit claims, to debt 
management and child maintenance. “Variety is definitely the 
spice of our life,” she said, “and we’re all similarly qualified, 
so we understand and are very impressed with Dan’s 
achievement. But with Dan, he also brings excellent people 
skills and natural flair. He instinctively knows how to put 

people at their ease when he’s observing them. It’s not always 
easy, but Dan makes it look easy.”

Dan’s line manager is Davy Cowie, who was also a runner 
up to Student of the Year for 2015, so he for one, could 
appreciate the significance of Dan’s achievement. “That 
brought a new meaning to peer pressure,” Dan joked after 
he’d got his results. “I loved the course (and not just because 
I got good marks!). It was a good mix of theory and practice 
– the how and why to do it. And now I am using a lot of the 
course content in my work; it really suits my skill set.”

All the students’ managers were agreed that they had 
each spotted their respective student’s potential at the time 
of the initial recruitment, and their possible suitability as a 
productivity professional.

A significant change in Institute membership
Richard Taylor from Scott-Grant reported: “In 2017, we saw 
a strong growth in the number of people going through 
IMS training, across all sectors and in many countries and 
continents, including all parts of the UK, New Zealand, 
Botswana, Uganda, Egypt and Slovakia. But the most 
significant fact is that 25-45 years is the dominant age band 
of people participating in the IMS education programme. If 
this trend continues, then in about five years’ time it will be 
the dominant category in the membership age profile.”

Simon Tate, Chair of Education, echoed these sentiments: 
“It’s through our education programme that we are creating 
new productivity professionals who can help to drive change 
in businesses around the world. Companies like Scott-Grant 
are providing the technical information and developing 
the skills of people who, when qualified, can contribute 
significantly to their organisation’s profitability, processes and 
productivity. Their knowledge applied correctly, will affect 
other’s people’s working lives and their company’s bottom 
line, by allowing key management decisions to be made. Such 
is the power and influence of the industrial engineer who is 
involved in nearly all aspects of a business or organisation.” 

Senior Instructors Steve Heathcote and Ian Winstanley, were 
delighted at the impact their work has continued to have in 
the last 12 months. “We are always struck by the reaction 
of our delegates on the Certificate course as they begin to 
see the benefits of accurate work measurement and learn 
to apply the theory we teach. We always enjoy sharing our 
practical experience with them. We have great discussions 
during both our open and in-company courses on each of the 
four modules, as people begin to feel confident in the value 
of what they’re learning and the contribution they can and 
will make in the work place,” said Steve Heathcote.

David Blanchflower presented all four students with their 
new Associate grade (AMS) certificates and life membership 
of the Institute. The celebratory spirit continued during 
a special lunch at a Manchester restaurant. The future 
looks bright for the Institute and the impact of industrial 
engineering techniques in the world of business and industry.
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In Britain, the 
productivity 
problem has a 
clear solution

Over the past year, Brexit has been the all-consuming 
storyline looming over the British economy. As growth has 
lagged, people have looked to the country’s impending 

exit from the European Union for explanations.
But Brexit or no Brexit, the real crisis is British productivity. 

In 2016, the UK ranked well below the other major economies 
of Europe in productivity, measured as GDP per hour worked. 
According to the ONS (2017) International Comparisons of Labor 
Productivity, it ranks below not just the United States, but also 
Germany, France and Italy.

In the 2016-2017 Global Competitiveness Index rankings 
conducted by the World Economic Forum, the UK came 85th for 
macroeconomic environment. It came 20th for higher education 
and training, and 16th for financial market development.

GE is the third largest industrial company in the UK We see 
a productivity gap in Britain, irrespective of Brexit. The UK has 
been sliding in productivity for decades now. We have a 19% 
productivity gap compared to the average – the biggest gap since 
1995.

But there is also good news for the UK. That same ranking 
found that the UK places third in the world for technological 
readiness. That means the innovative solutions are there, the UK 
just needs to implement them in order to increase productivity.

Earlier this year, the UK government conducted a ‘Made 
Smarter’ review of the state of British industry. It found that 
the positive impacts of deploying industrial internet technology 
could deliver £455 billion to UK manufacturing sector alone in 
just ten years.

Ready for change
As the UK prepares for what will likely be the most dramatic and 
rapid adjustment to the country’s economic landscape in decades, 
now is the time to introduce these technology-driven changes.

It’s a great moment for us to think about what policies we could 
adopt and how we can invest in the UK manufacturing sector.

We have leading industries in the UK For example, the aerospace 
industry is already driving the adoption of some incredibly 
advanced techniques like additive manufacturing, which many 
people know as 3D printing – but on an industrial scale.

We can lead with our key strengths. Britain actually has the 
strongest artificial intelligence and machine learning market 
in Europe, with 200 SMEs in the field, compared to only 81 in 
Germany and 50 in the Nordics.

But despite the UK’s lead on innovation, companies haven’t 
been investing in deploying these new technologies and replacing 
ageing equipment. That has meant people can’t do their jobs as 
well. It’s like using an old mobile phone that can’t do all the things 
that your mobile phone can do for you today.

It’s obvious when you see ageing equipment and no investment 
from companies that there are clear and simple reasons why the 
British worker takes five days to deliver the same amount of work 
that in America, or China, or Germany, they do in four days.

 
Implementing digital solutions
Investing in skills training and education is a clear first step. The 
British workforce will need to be trained up on how to use these 
new digital tools. A recent report from the OECD found that 

The UK is lagging in productivity, but it has a secret weapon to 
leapfrog ahead of its competitors. By Deborah Sherry, Senior 
Vice President and Chief Commercial Officer, GE Digital.
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the UK needs to ramp up its skills training for the digitisation of 
manufacturing, in areas such as digital literacy and ICT fluency.

In the next ten years, 80% of the jobs will need digital skills. 
You need to look at every country out there and figure out what 
labour is best prepared for which opportunities. But also, we 
absolutely need worker retraining programmes. We need incentives 
for companies to invest in their workers. We need education in 
the schools. We need apprentice programmes so that people are 
building those practical skills in jobs. In the fast-moving digital 
workplace, you can’t afford to stop learning.

At the same time, the tools will need to be in place by the time 
the workers arrive in these jobs. That means companies need to start 
replacing old industrial machines now, with new versions that use 
industrial internet technologies like cloud computing, big data and 
additive manufacturing.

This is where the industrial internet comes in. It connects machines, 
product diagnostics, software, analytics and people, so that 
businesses can operate more efficiently. The productivity gains could 
be particularly striking in the industrial space. According to a Boston 
Consulting Report published earlier this year, the UK could realise 
industrial efficiency gains of 25% and manufacturing sector growth 
of 1.5% to 3%, delivering annual growth of approximately 0.5% of 
GDP.

 
Data partnerships
It will also require collaboration, particularly in the use of big data. 
No one company can make sense of all the volumes of data available 
today alone. The scale and complexity of the industrial internet 
requires new kinds of partnerships between industrial companies 
and digital companies.

GE has pioneered several examples of this type of collaboration. 
In October, GE Digital launched an expansion of its suite of edge-to-
cloud technologies and industrial applications working through its 
Predix platform. GE’s Predix Edge is combining with Microsoft Azure 
to help companies bridge productivity, from assets to operations.

The collaborative project is already set to be deployed at the 
new Tullahennel wind farm in County Kerry, Ireland. In addition 
to producing energy, the wind farm will produce valuable data on 
energy storage. That data can be processed to see how best to run 
the turbines.

This use of big data is one of the best assets that the UK and 
Ireland have. The UK is the biggest enterprise user of cloud 
computing in Europe – more than 66% above the EU average. 
The cloud enables businesses to deploy and monitor machine apps 
anywhere, continuously adjusting to new demands in the physical 
and digital world.

The data can be used to improve productivity in myriad ways, most 
notable in avoiding unplanned downtime. A recent study found 
that 82% of companies have experienced at least one unplanned 
downtime outage over the past three years, lasting an average of 
four hours. This unplanned downtime costs £260,000 an hour across 
all businesses, with two episodes of downtime lasting four hours, 
each equating to more than £2 million.

It is hard to predict where the UK economy is going. But in this 
time of uncertainty, it would make sense to think about the big 
picture, and grab the promise of these new technologies.

Brexit, like any big change in the economic landscape, is a great 
opportunity for us to look at British productivity and ask: “What can 
we do to make productivity better?” We know that our industry is 
less prepared than our competitors in the EU and often elsewhere.

Clearly, we can see this is an opportunity to think even more in 

long-term. Brexit is coming, and though we don’t know what 
the regulations will look like, we should just do what companies 
do: be bold and push the boundaries forward in ways that 
incentivise others to come in and push our backs. When it comes to 
productivity, we really can take back control.

Originally published at https://www.politico.eu/sponsored-
content/in-britain-the-productivity-problem-has-a-clear-solution

Deborah Sherry, Senior Vice President & Chief Commercial 
Officer, GE Digital https://twitter.com/deborahsherry

https://www.linkedin.com/in/deborahsherry/
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The phrase ‘The culture has to change’ is almost a daily 
occurrence in the media but is anybody listening? In 
recent history you have to ask ‘are the cultures that exist 

in many of today’s organisations actually fit for purpose?’. 
We have heard it in the context of the uncontrolled demise 
of Carillion, BHS, RBS, and Worldwide Banking with austerity 
effects that are ongoing. In the UK, the British MP expenses 
scandal is still simmering and not fixed. In the auto industry, the 
disclosure of Volkswagen worldwide emission irregularities is 
only the tip of the iceberg in terms of unacceptable behaviour 

in the sector. Sport is also a casualty. The Sky cycling team are 
under investigation for the use of the apparently non-regulated 
and documented of use of TUEs (therapeutic use exceptions 
of certain drugs) in the Giro de Italia and the Tour de France 
in 2017. The culture of organisations such as football is still in 
the limelight as is International Athletics. FIFA’s culture is under 
a cloud and investigation for corrupt practices around vote 
rigging associated with the hosting of the upcoming World Cup. 
Pressure on the IAAF for ‘inconsistency’ and failing to maintain 
‘standards on drug use’ resulting in the disclosure of widespread 

How to create  
culture change

Top teams need to radically shape their business culture so that it is fit for purpose 
and delivers a superior performance. To do that, they need to understand the 
dynamics of designing and creating a positive and strong organisational culture, 
that supports and enables a business to achieve its objectives. Philip E Atkinson.
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doping by Russian athletes has led to withdrawals in the 
Olympics, Paralympics and 2018 Winter Olympics. Investigation 
into the ‘bullying culture’ of Police and failing NHS Trusts and 
local authorities is almost a monthly occurrence, as well as poor 
performance in our wider educational system. It seems that the 
cultures that operate in many of our institutions, businesses and 
even charities such as Oxfam, are just not fit for purpose.. 

How important is culture in the scheme of things? 
Organisational culture is vital to delivering the outcomes for 
which the organisation exists. The culture should match and 
facilitate the direction, business plan, strategies and operations 
of the business or organisation, no matter where and when it 
operates. If direction and goals change, the culture needs to do 
so first and provide a light towards the behaviours and values 
that will support the achievement of objectives, also defining 
those values and behaviours that are no longer helpful or inhibit 
the achievement of objectives.

Cultures can be weak or strong, negative or positive, forcefully 
shaped or cast and blown about like a paper bag in the wind – 
unsure of focus, intention and purpose. Ask the question - ‘For 
what purpose do you wish to shape your culture?’ and ‘What 
culture will promote these end goals and outcomes?’ Starting 
with the end in mind is the sole criterion for development at the 
early stages of culture change. 

What is corporate culture and how important is it?
It might be a good idea to clarify what organisational culture 
actually is and how it can be built, shaped, installed and 
nurtured. There is much confusion about ‘organisational culture’ 
and how to change it for the better.

So, what is culture? It is the infrastructure, the glue that 
binds together people and processes to generate results. The 
culture maps tangible processes and activities that permeate the 
organisation, which should be geared to improved performance. 
The culture should become the major force that unites and 
propels the organisation onward. 

The culture is founded upon a simple model of the ‘cultural 
Iceberg’ which evolved from my book The Iceberg Agenda which 
details and documents the core components of developing a 
high performance business culture (see diagram).

Most organisations focus on changing those elements of the 
‘culture’ which are easily visible (using the Iceberg analogy 
above water) but which have little impact on performance. 
Tinkering with logos, branding, and changing the physical 
work environment does not lead to performance improvement. 
However, working on the deeper element of the culture requires 
instigating serious research into how positive corporate beliefs 
and values can be installed in the organisation and manifest in 
significant corporate performance. To create a culture that reaps 
tangible financial results requires a thorough analysis leveraging 
causal relationships and creating significant performance 
improvement. 

Measuring cultural change has to be specific and 
precise
Behaviour change is central to any meaningful cultural 
change. The secret is to focus on specificity and precision 
in shaping the culture, to promote and reward precise 
behaviours. You have to measure progress and positively 

Strong Culture Weak Culture

•  Culture is deliberate 
and planned – there is 
clarity of direction

•  Right Leadership tone 
at the top – long term 
thinking

•  Focus on business and 
customer priorities

•  Core values and 
behaviour defined 
understood and 
adopted

•  In a crisis people pull 
together

•  Positive communication 
supports the culture

• Breeds high achievers 

• Strong ethical position

•  Change and innovation 
are valued

•  Culture exists by default & is 
undefined

•  Leadership positions change 
frequently – short term 
thinking

•  Internal focus rather than 
paying attention to clients 
and users

•  Bad news is stifled and hidden

•  Absence of positive role 
models

•  Rewards not reflection in 
actions

•  Confusion in acceptable 
behaviour

•  Vague performance 
Management

• Transactional

•  Control trumps empowerment

•  Negative attitude to change 

Organisational culture is vital 
to delivering the outcomes for 
which the organisation exists.

Artefacts

Processes

Behaviours and rituals

Leadership & Trust

Beliefs and Values

Symbols
Physical setting
Points of contact
First impressions
Published documents
Defined processes
System
Teamworks
Climate of trust
Working practices
Conflict resolution
Standards
Behaviours
Decision making
Leadership
Expectations
Shared values
Beliefs, history, 
heroes, legends, 
stories 

Corporate Culture
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correlate corporate values to generate specific behaviours. 
My big criticism of many practitioners in the field is that they 

prefer to work on warm generalities that are no more than 
platitudes offering little actual change. There must be specific or 
measurable goals achieved through specific behaviours. 

Tracking the impact of beliefs on specific corporate values, 
values on precision of management style and defined 
behaviours, is central to bringing about meaningful change that 
can be measured and monitored. 

Espoused vs real values
Paramount to the organisation is a ‘wake-up call’ between real 
and espoused values. Real values are what drive behaviour in 
the organisation. ‘Espoused values’ are what the organisation 
says it stands for. Research indicates that there can be a real 
disconnect between ‘what is vital’ and ‘what the organisation 
says is important’. 

To measure change you need an accurate system for tracking 
and implementing ‘best practise’ and tangible improvement. 
Working on corporate values drives leadership and management 
style, shapes and changes actual individual and team behaviours 
and performance. Until behaviour changes, nothing changes.

Typical business cultures evolve by accident rather 
than design
In the majority of cases, the typical business culture that evolves 
is largely a matter of accident or luck, rather than the result 
of a planned intervention. Our research in a large variety of 
organisations tells us that in many instances, the ‘culture’ does 
not fit the business model, the strategy or business plan. We 
have encountered instances where the culture operates counter 
to the intention of the organisation and inhibits the actual 
achievement of objectives. There is a negative correlation 
between ‘what we want to achieve’ and ‘how we manage 
ourselves to achieve our objectives’. 

There is one instance when we worked for a membership 
organisation that thought it was externally focused on its 
members. In actual fact, it was driving all but the most loyal 
away because it was too internally, rather than externally, 
focused on ‘command and control in internal processes’ rather 
than listening to the service user. 

Guardians of the culture
Ultimately, culture is the responsibility of the management or 
leadership team. It is within their control but not all choose to 
exercise it or know how to do so.

The actions or inactions of the ‘top team’ culture will impact 
on the achievement of organisational goals and objectives and 
will either aid or hinder your organisational outcomes. 

Anyone who manages others 
has leadership responsibility 
and is accountable for the 
culture in which they operate. 

The culture can be an enabler but is usually a blocker 
The culture may stop you introducing change quickly or, 
alternatively, it may be the defining factor that enables changes 
to be introduced with ease, without fuss, confusion or panic. 
Most importantly, the leadership team have to understand that 
their responsibility and behaviour is vital in shaping the culture 
to deliver results.

Key individuals shape the performance of an 
organisation
Whether the management team commits wholeheartedly or 
does nothing at all, your business will have a corporate culture. 
It could be the result of key people impacting the organisation 
either through their ‘joining’ and or ‘leaving’ the business. 
In many businesses, the sheer presence of one charismatic 
individual will positively shift the organisation forward. Their 
‘charisma’ is good for the business. Everything they touch, 
influence and design, has far reaching consequences and creates 
improvement, growth, profitability and desired and measurable 
outcomes. 

Conversely, in other organisations the presence of key 
individuals (with the wrong intent and personal leadership 
chemistry) can be the kiss of death. The impact on the culture 
of key people is a major issue. For good or bad, the positive and 
effective leadership of an organisation and its key operations 
are paramount in shaping the business culture. 

Undertaking ‘soft due diligence’ through a cultural review, 
is vital to get a realistic view on the relative health of your 
organisation. All businesses undertaking this process will note 
significant improvement in their operations when implementing 
the business plan that evolves from the research.

Success leaves behind clues
Successful organisations focus their attention on creating the 
culture that will generate the desired outcomes. This is what 
should be the norm for all businesses, yet too many either fail 
to see the need to develop performance of the ‘culture’ or have 
little idea how this could be achieved. 

The relative health of your business culture will either support 
you in achieving results in difficult times or act as a barrier, a 
hindrance and obstacle that denies innovation or change. A 
strong and vibrant culture will enable new initiatives to flourish 
and grow, as well as attract the best people. 

Deflated organisational cultures and poor 
performance 
A mediocre culture will not blossom at the same speed as a 
healthy business culture. It will have difficulty growing because 
of inconsistencies and ambiguity in its core values and what 
behaviours it rewards through its performance management 
system. Many organisations that fall into this category do 
not have a performance management system. It’s likely that 
organisations in this category achieve lacklustre results, have 
difficulty retaining ‘high flyers’, and key vacancies will be 
difficult to fill. Even worse, a poor or negatively based culture 
sends out conflicting messages to clients, customers, service 
users, staff, investors, key stakeholders and regulators. 

In this type of organisation, there will be no central rallying 
theme to provide any real focus, guidance or energy. Not 
surprisingly, these businesses will usually generate, at best, 
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average to poor performance. These organisations attract 
‘deadwood’ which will not be improved with less than 
motivated and talented staff to work through difficult times. 
You will be aware of organisations that fit into this category – 
just ensure you never become employed by them.

Creating a focused, performance driven culture
Less than 10% of organisational cultures have been created. 
Most have been shaped by accident, bad luck and indecision or 
poor leadership. 

Those that are positive, vibrant, healthy and focused, have 
been shaped by key personalities with laser-like focus moving 
through the business. Those that are great performers have a 
clear understanding and have identified with precision, the core 
factors that shape their culture, performance and outcomes, and 
have orchestrated these to best effect. 

Leadership teams in these organisations devote their time 
to their core competence – producing services or products for 
existing customers. They invest their time thinking about how 
they can shape a culture to better deliver business results. 
Culture is not left to chance. 

De-mystifying culture change
Experience tells us that ‘culture can be de-mystified’ very quickly 
and should be led by the top team, and implemented and 
nourished by team leaders and managers at all levels. 

The design and shaping of the initial culture resides with the 
most senior. The installation, care, maintenance and renewal 
has to be with those who manage and work the operations, 
whether the business is IT, finance, professional services, legal, 
manufacturing, engineering, logistics, sales, marketing , R&D etc.

The development of the culture should reside with those who 
actually manage the people and business processes. Never hand 
ownership over to HR or to others lower down in the hierarchy 
without top level commitment. Invest in the line and in your 
teams. The top team provides direction and resource to create a 
tangible and high performing organisational culture, and those 
who manage operations and teams should nurture, feed and 
promote innovation and improvement. 

Leadership is critical in creating culture change
Leadership is an interesting issue for most organisations. We 
consider leadership to be the single most important issue 
defining whether organisations will survive and prosper. 
Leadership is critical to shaping a culture.

Research tells us that two factors are critical in shaping 
the corporate culture. ‘To what Leaders pay most attention’ 
and ‘How they respond to critical incidents’. People are ‘Boss 
Watchers’ – they pay attention to where their leaders focus their 
attention. If key people extol innovation and engagement with 
the customer, yet fail to do either, this highlights the mismatch 
in what they say and what they do. If, however, leaders ‘walk 
their talk’, and action results from debate, staff recognise that 
their leaders are serious, consistent and committed.

Who is a leader?
Leadership does not reside solely at the top of the hierarchy. 
Anyone who manages others has leadership responsibility 
and is accountable for the culture in which they operate. Even 
technical specialists are leaders, as long as they have a role in 
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the internal supply chain and have responsibility to internal 
customers and those who provide them with resources, input 
data and product - they constantly interact and shape events 
and deliverables across the organisation. They lead that aspect 
of the process and are responsible for the culture in which that 
process operates.

Responsible for the culture where you work
We reject the traditional view that managers and team leaders 
are ‘transactional’ in their role. They may be accountable 
for results, but they also have responsibility for being 
transformational in nature and shaping new horizons. Ideas are 
not administered or managed into existence – they are created 
by people and transformed with personal vision, imagination 
and initiative. Our role (no matter where we reside in the 
organisation) should be focusing on enabling people to liberate 
their ability to ‘transform’ and shape and nurture their culture 
more effectively.

Change champions 
Identifying those in the organisation (at all levels) who are to 
lead this process locally is critical as a qualifying step in building 
a culture right through the business. Working with the ‘movers 
and shakers’ who convert ‘early adapters’ to emulate their 
behaviours is one sure way to increase the global spread and 
acceptance of cultural change. Those who adopt a ‘sit and 
wait’ attitude need to think again. Their continued role in the 
organisation is based on their commitment to engage and shape 
the culture towards desired outcomes.

 It is the role of leadership at every level to transform and 
convert indifference, apathy and cynicism into action for 
improvement. Staff need an example to follow, before they in 
turn model their intentions to win over those who are less than 
willing to lead the process.

Thinking vs doing organisations
For every organisation that prevaricates in bringing about the 
desired change in culture, there comes a time when the thinking 
stops and action begins. Assess your organisation commitment 
to ‘thinking - doing’. After careful and thoughtful analysis 
characterised by ‘thinking’, commit to ‘doing’ and making the 
business culture live, breathe and perform. Create a culture that 
focuses on preventing problems arising by working together 
across boundaries. The organisation becomes a hotbed for 
innovation and improvement.

Precisely what do you want the organisational culture 
to achieve?
For what purpose do you wish to shape your culture? and what 
culture will promote these end goals and outcomes? Start 
with the end in mind is the sole criterion for development at 
the early stages of culture change. Talking through what the 
culture needs to deliver and how this fits with the business plan 
is critical. Surprisingly, few leadership teams realise how easy it 
is to take an apparently intangible concept and make it live. If 
a culture is not tangible and concrete in its basic design, how 
could you possibly measure cause-effect relationships that lead 
to deliverables in terms of profitability, customer retention and 
new business growth?

The purpose of an organisational culture is to shape 

Successful organisations focus 
their attention on creating the 
culture that will generate the 
desired outcomes. 

people and processes to deliver business results and customer 
satisfaction, retention and make any new business acquisitions 
work, to develop a competitive edge so that your organisation 
becomes the obvious, and preferably the best supplier, to the 
market. (In the public sector this should be defined as delivering 
best quality at an economically efficient cost.) The creation of 
such a culture should ensure that your business is perceived 
as the natural partner in any potential business venture and, 
more importantly, the way your organisation does business is 
admired, valued and a role model or benchmark for continuous 
improvement.

Shaping a resilient high performance culture
After developing the diagnostic phase, the core activity is 
building the culture for the future. This process has been 
devised to act as a major building block in developing a high 
performance business culture. The content inherent in each 
stage can help support building a resilient corporate culture, 
supporting many functions and processes including different 
locations and geographies.

The culture is the infrastructure, the fabric that binds together 
people and processes to generate results. The purpose of the 
culture change process is to enable much faster generation of a 
business culture that enables people to achieve results. If you are 
adopting a logical approach to this process as you progress, you 
will create ‘small successes’ that act as milestones along the way. 

De-mystifying culture change
Using the model (see boxed text, page 28) it is relatively simple to 
examine the major components that contribute to creating the 
desired business culture. In effect, the diagnostics undertaken are 
central in driving the design and building of a culture. Without 
doubt, the vision for the business must be stated and clearly 
articulated because around this, will be created the eventual 
strategy. Vision articulates why the organisation is in existence 
and its key role in the scheme of things. 
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Business culture drives performance

Vision
•  What does the organisation want to become, do and have as a legal entity and is it shared 

across the business?
 
Values and leadership style
•  Which values, when inherent in our management style, will optimise performance 

improvement? 
• What is our ideal Leadership style and how well are we doing in achieving this? 
• What are our core values in delivering results to our clients and customers?

Priorities and goals
• What are our real priorities for the business? 
• Where should we be investing our time in the short and the longer term? 
• What critical goals do we need to achieve?

Strategies and goals
•  Are we displaying a high degree of confidence that our strategic vision, priorities and goals 

are encapsulated and achieved through our core values?
 

Behaviours 
• What behaviours are consistent with our values in how we transact business? 
•  What specific behaviours, if practised consistently will move us closer to achieve our vision, 

priorities, goals and strategies?

Processes 
• What core processes can be optimised to unite all operations and functions? 
• How can we instil and reward cross organisational working? 
• How can we create a positive working style supporting business units and locations?

Structure and roles
•  How can we best organise ourselves and engage with staff to achieve our strategies and 

goals?

Key performance measures
•  To what precise actions, processes and metrics should we commit, which strongly indicate our 

achievement of our strategies and goals?
• What are our KPM/Is in each of our processes, functions and locations
•  Are we using KPIs to promote action to improve business performance, rather than just 

mapping historical progress?
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Measuring culture change
Cultural and behavioural KPMs or KPIs are easy to manage 
and process when the rest of the picture is clear. Best practice 
would suggest we start developing measures and metrics that 
highly correlate to the achievement of the strategic goals, or 
the application of the latest business planning process. Precise 
measures can be identified that are far removed from traditional 
cost and efficiency measures associated with the old business 
cultures of ‘command and control’.

Time to change and conclusion
Top team leaders who use this model will benefit significantly 
and shape the culture they want for their business. Adherence 
to and tailoring this model to suit your special circumstances, 
will shape and build a strong and positive organisational culture, 
whether it is a business requiring improvement or a public sector 
enterprise needing to deliver exemplary service efficiently and 
effectively to their users and consumers. 

Openness to explore the strengths and limitations of the 
current culture is critical – that’s why we emphasised the 
important role of undertaking a cultural survey and diagnostic 
at the beginning of this article. Progress in shaping the culture 
can be achieved quickly, if the organisation adopts a staged 
approach to employee engagement in the process. It takes 
as long as you want it to take. It is possible, with an average 
business, to create significant shift within a period of three-
six months, and working with the top team creates far more 
leverage and traction in change terms than working on 
initiatives at the lower levels of the organisation. 

Building a culture requires a realistic approach. It requires 
working with the culture as it exists currently – not how you 
would like it to be. It requires a down to earth attitude. It works 
on the premise that the corporate culture is central in delivering 
organisational performance. Be confident in knowing that a 
strong positive culture will deliver stronger performance figures 
than a culture which is indifferent, haphazard and not shared 
across key processes and boundaries, and it is quicker to install 
than common business mythology suggests.

You can change the culture and see tangible progress, but first 
you have to decide what culture you want and get an accurate 
picture of what the culture is like currently. Then it’s simple, you 
build strategies to traverse that gap.
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Social performance 
and productivity
Do our measures of performance and productivity adequately reflect the impact 
and consequences of what we do? Are there missing elements or aspects that 
we are not taking into account? Professor Colin Coulson-Thomas.

Are some achievements overstated while others are 
underplayed? Are certain interests being overlooked? 
If we are being misled by how we measure and account 

for what we do, how is this affecting our priorities? Are we 
missing opportunities? Is it time for a re-think?

Over 25 years ago, I put the case for flexible, adaptable 
and networked organisations that could develop and expand 
or contract organically (Coulson-Thomas, 1992). There was 
an expectation that improvements in productivity would 
continue to occur. Yet despite increasing connectivity and 
bandwidth, disruptive technologies and new business models, 
productivity has slowed in recent years (Harari, 2017). UK 
labour productivity used to grow by 2% per annum, but since 
the 2008/9 financial crisis and economic recession, it has largely 
stagnated. Views differ as to the causes. 

Has a lack of investment or a slowing of innovation stunted 
productivity growth? Is labour being hoarded? Is increased 

functionality – such as that of contemporary mobile devices 
– not being recorded as additional output or value because 
many prices have fallen, been static or have only recently 
increased? Are traditional productivity tools and approaches no 
longer working? Might the situation be worse than it appears 
because some outputs that are given a monetary value impact 
negatively upon health and/or the quality of life, or better 
than we think because we not counting many of the wider 
personal and social benefits of changes such as the greater 
connectivity? 

Questioning current approaches
Should we be taking a wider view of productivity and 
performance and assessing social productivity and social 
performance? For example, are we missing the benefits of 
recycling what is produced? What about the sharing economy 
and the benefits that can accrue to a much wider range of 
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people than an owner or original purchaser? Also, what 
about negative externalities? Are we taking full account of 
the downside consequences of activities, such as atmospheric 
pollution?

Are governance changes needed? Would taking account 
of the interests of a wider range of stakeholders and greater 
focus upon corporate social responsibilities, encourage a more 
balanced and comprehensive view of cost and benefits when 
productivity and performance are measured? Are we being 
held back and frustrated by vested interests, supporters of the 
status-quo and resistance to change? Is labour productivity no 
longer an issue where tasks are automated? 

Human work is critical to the operation of the National 
Health Service. Is stagnant productivity within the NHS the 
result of increased funding of unreformed processes, unionised 
activities and/or opposition to knowledge based systems, new 
models of operation and disruptive technologies? Alternatively, 
do current measures of productivity and improvement fail 
to capture wider personal and social benefits of advances in 
medical knowledge, technology and practice?

In general, are some people objecting to changes that would 
increase labour productivity and raise living standards in order 
to maintain barriers to entry and other restrictive practices 
that will allow them to retain their jobs? Are managers and 
leaders the problem? For example, are they overlooking how 
performance support tools could help people and make it 
easier for them to do demanding jobs, while at the same time 
transforming healthcare and other public services, and yielding 
benefits for users and other members of the public as well as 
employees (Coulson-Thomas, 2012). If leadership, priorities and 
approaches are to change, do we need to first review purpose 
and responsibilities? 

Requirements for responsible business
Trust in business and government is at a low level in many 
countries. It may get worse before it gets better. Disruptive 
technologies may decimate certain employments more quickly 
than new jobs and replacement activities are created. Some 
of the world’s leading companies are turning out to be giants 
with feet of clay. Motor car engines are programmed to beat 
pollution tests. Advertisements are placed alongside extremist 
content that is posted and hosted on websites. Early pioneers 
of social networking worry about its impact, particularly on 
children and young people. 

If not yet dead, truth is often elusive and hard to come 
by. Fake news abounds and can influence elections. Some 
companies employ chatbots to spread bogus endorsements. 
Others pay journalists to write favourable stories. In many 
countries, people bribe politicians and officials to secure 
contracts. When situations and requirements change before 
plans are implemented, promises can be difficult to keep. It is 
little wonder that so many people are cynical and distrustful. 

Is corporate social responsibility (CSR) a way of recognising 
wider interests and social impacts, and rebuilding trust and 
reputation? If it does enhance productivity and/or performance 
or increase commitment and/or creativity, should the relevant 
elements of it become core business? If trust or reputation are 
issues, might these be better addressed by being more open, 

Trust in business and government 
is at a low level in many 
countries. It may get worse 
before it gets better. 

honest and innovative, paying more attention to stakeholder 
interests, a different business model or adding more value? 
Rather than decorating the icing, should the emphasis be upon 
improving the cake?

Clarifying responsibility and stakeholders
From whose perspective should productivity and performance 
be measured? The desirability of responsible business and need 
for business social responsibility has long been recognised 
(Bowen, 1953). Terms such as ‘responsible business’ and 
CSR raise the questions of responsibility to whom? From a 
governance viewpoint, there are the issues of identifying 
the stakeholders to whom a board is accountable and/or has 
responsibilities, and how to prioritise them when the interests 
and requirements of different stakeholders do not always 
necessarily coincide.

If the words ‘social responsibility’ imply a responsibility to a 
wider community beyond one’s customers, suppliers, business 
partners, employees and investors, how far should it reach and 
in what areas? Should it extend to one’s places of operation 
and their problems. Should the ripple of responsibility and 
desired impact embrace a geographic region or country, for 
example changing work arrangements and journey patterns 
to reduce pollution that can reduce life expectancy? If so, 
what are the implications for measuring the productivity and 
performance of resulting initiatives?

Should a company’s assumed responsibilities in some way 
match the scope and extent of its business operations, ie 
be proportionate? In the case of a company engaged in 
international trade, might concern with the acidification, 
pollution and/or warming of the world’s oceans be a suitable 
arena for corporate action, for example, starting, joining or 
supporting initiatives to reduce the amount of plastic waste 
that is found even in remote and deep waters? In assessing 
such efforts, does the perspective of the management services 
profession with its roots in work study in particular locations 
now need to embrace a wider range of activities and in some 
cases on a global scale?

An international company could justifiably be concerned 
with global issues, such as climate change or sustainability. 
Each company has to balance scope and remit with potential 
for having an impact and making a difference. Corporate 
priorities could be aligned to the environmental, social 
and governance (ESG) criteria of investment analysts and 
institutional investors and their fund managers. They could 
be selected to reduce the risks associated with certain 
challenges. Should ESG considerations form one element of 
the assessment of corporate social performance. 
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Determining criteria and guidelines
Broader criteria could be set for the approval and assessment 
of projects (Coulson-Thomas, 2018). Points could be allocated 
according to their potential impact upon various economic, 
social and environmental issues. Should one align internal 
corporate objectives to an external local, national or global 
agenda? Could new initiatives contribute to a company’s action 
to further one or more of the United Nations 17 Sustainable 
Development Goals or voluntary national obligations under the 
Paris Agreement on climate change? Might this dilute a focus 
upon efficiency and, paradoxically, lead to a more wasteful use 
of resources?

From a compliance perspective, responsible conduct might 
be seen in terms of meeting the requirements of various laws, 
regulations and codes, which raises the issue of whether to just 
comply with the ‘letter’ of legislation and other measures, or 
how far one should go beyond this in relation to their ‘spirit’. 
The former might seem simpler as the latter could involve 
understanding the purpose of requirements and subjective 
judgements. However, doing more than the minimum might 
earn plaudits, more favourable responses and help to build 
certain relationships.

Some business leaders champion corporate values in an 
attempt to establish foundations and influence behaviour. 
To a cynic these are invariably bland. Sometimes they derive 
from a founder or chief executive officer’s thoughts, culture 
or childhood. So-called ‘universal values’ often mean different 
things according to local law and practice and one’s culture, 
political viewpoint, religious faction or personal philosophy. 
Responsible conduct may be more influenced by principles, 
guidelines or justification in terms of environmental, 
sustainability, inclusion or other impacts.

Guidelines and board policies need to be sufficiently clear 
to provide guidance to people with differing roles in a variety 
of circumstances. In some areas an absolutist approach may 
be required to prevent penalties and sanctions for illegal 
acts. Elsewhere, excessive rigidity might prevent staff from 
going the extra mile and achieving the reputational and other 
benefits that might result. Where people have discretion and 
are uncertain, help lines and escalation routes may need to be 
provided. 

External requirements 
Responsibilities established in laws, regulations or codes 
and license, listing and other requirements can vary by 
jurisdiction and sometimes by sector. Some may just apply to 
an organisation and its people, while others might go beyond 
this and extend to a supply chain, and even be extra-territorial 
and apply to acts that are committed anywhere in the world. 
Directors need to ensure that executives and other staff are 
aware of these varying responsibilities, and that arrangements 
are in place to monitor and audit relevant activities, ensure 
compliance and assess and report performance.

Ensuring that a company and its people are responsible 
in relation to just the bare minimum of legal and other 
requirements can be a complex and costly operation, but the 
penalties and sanctions for non-compliance in certain areas 
and locations can be severe, including large financial payments 
and the loss of a license to operate. Beyond the minimum, 

Should a company’s assumed 
responsibilities in some way 
match the scope and extent of 
its business operations, ie be 
proportionate?
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the question of doing more raises the issues of where, for 
whom, in what circumstances and to what extent, and cost-
effectiveness. 

Doing more than a legal or minimum requirement 
and addressing a wider range of interests, impacts and 
consequences, invariably involves opportunity costs. Choices 
in terms of for whom to do more and in what areas, can raise 
the issues of who pays, cross subsidies and when to stop. In 
general, people may welcome more of what they perceive to 
be beneficial until its marginal utility is zero. Would providing 
extra benefits to the extent that is possible raise expectations, 
waste scarce resource and lock in higher costs. Can one do 
too much or be successful with less? Opinions can vary within 
a board, among stakeholders and across organisations and 
supply and value chains on who represents society and what is 
‘social’ and/or a socially responsible policy, action or response.

Measuring social performance
How should one measure social performance (Coulson-Thomas, 
2018)? Ideally, using indicators that can track progress over 
time. For example, in relation to a goal of reducing the 
quantity of unwanted waste that results from corporate 
operations, one could monitor the volume or weight of 
waste generated, divided by the volume or weight of goods 
produced. A company worried about the negative impact of 
plastic upon the environment could monitor the time it takes 
for its discarded plastic products or packaging to breakdown or 
cease to be harmful to sea life.

Financial measures of corporate performance such as 
profitability or return on net assets can be too narrow and 
may miss various negative impacts and externalities. However, 
public, corporate and customer reactions to evidence and 
suggestions of irresponsible conduct are changing. Many 
purchasers, investors and users, are becoming better informed 
and more concerned about the environment and issues such 
as climate change. The use of integrated reporting to account 
for a wider range of responsibilities is spreading. The shared 
economy is growing. Unfair labour practices, exploitation 
and reports of poor health and safety can lead to consumer 
boycotts.

Assuring social performance is becoming more than a 
‘nice to have’. Suppliers can find themselves dropped from 
supply chains if they do not meet criteria established by 
their customers in areas ranging from bribery and modern 
slavery to environmental protection, or survive audits of their 
practices at home and overseas. A failure to satisfy ethical 
investment criteria can lead to reduced purchases of one’s 
stock. Awareness of transgressions can also quickly spread by 
social media.

Supporting concerned stakeholders
What new or additional criteria are needed to inform 
concerned stakeholders? Does it make sense to add yet more 
indices, considerations or measures to those already used, 
or to focus excessively upon a CSR component of ESG’s social 
element? Could one assess and rank according to a national, 
sectoral or other equivalent of the MSCI KLD 400 Social Index, 
which includes a range of factors and excludes companies 
whose products have negative social or environmental 

When making decisions 
[directors] should take the 
interests of stakeholders other 
than shareholders into account, 
but they should not go with the 
flow and simply nod through 
CSR initiatives. 

impacts? Is social audit the answer, or are we expecting too 
much of it when the external auditors of major financial 
institutions failed to ring alarm bells before the 2008/9 banking 
crisis?

If there is greater transparency, and as more decision 
makers across various stakeholder groups apply ethical and 
responsibility criteria, will traditional and/or financial measures 
of performance such as productivity and profitability, stage 
a comeback? If irresponsible conduct and harmful activities 
are quickly identified and punished, will a broader measure 
of a ‘bottom line’ or of return on capabilities and resources 
employed that takes more factors into account become a more 
acceptable indicator of social contribution, effectiveness and 
performance?

Might the improved mining of data allow quick comparisons 
to be made between the rhetoric of business leaders, and the 
reality of corporate performance and impacts, to the extent 
of allowing real time audits and reducing the need for tight 
regulation (Hilton, 2017)? Once developments in social media 
and data mining reduce the imbalance in the information 
relevant to decisions that is available to directors and others, 
will markets reign in irresponsible and exploitative conduct and 
punish transgressors? Will boards tough it out or change when 
there are fewer places to hide? 

Investor and other stakeholder reactions
Might a broadening of perspectives and taking a wider view 
of performance and the productive use of resources trigger a 
backlash from investors and other stakeholders? For business 
leaders, as well as representing an opportunity, could it also 
be an area of risk? Because of the effort devoted to publicising 
CSR activities they are often visible. Stakeholders may or may 
not agree with the priorities a board establishes. If in general 
a company is doing well, they may be supportive but what 
if a company is struggling? Will stakeholders view CSR as a 
distraction from core activities?

From a CEO perspective, the reporting of extensive and 
successful CSR activity can be very risky if accompanied by 
poor corporate financial performance. While views differ on 
whether there is a link between CSR and improved financial 
performance, there is evidence – based upon a study of the 
dismissals of 98 CEOs at 90 Fortune 500 companies between 
2003 and 2008 which used elements of the MSCI KLD social 
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index to measure CSR – that a CEO is viewed more positively 
for delivering good financial performance while being socially 
responsible (Hubbard et al, 2017). However, when financial 
performance is poor, the study found effort devoted to CSR 
can indeed be seen as distraction from concentration upon 
financial results and increase the risk of CEO dismissal. 

Effective directors question and challenge. When making 
decisions, they should take the interests of stakeholders 
other than shareholders into account, but they should not go 
with the flow and simply nod through CSR initiatives. They 
should question their rationale, the motives for introducing 
them, their effectiveness and impact, and whether there 
are spin-off benefits for core business activities. What will 
stakeholders make of them? Will they be seen as cosmetic and 
as a diversion, or will they be regarded as genuine, worthwhile 
and sustainable? Could they be used to engage and develop 
staff, to test new approaches or to explore new arenas of 
opportunity for corporate capabilities?

Socially beneficial core business 
Would more value and benefit for a greater number of people 
be created if the time, energy, creativity and other resources 
that are allocated to CSR were instead devoted to innovation 
to improve corporate offerings and capabilities, operate a 
more sustainable business model, introduce new ways of 
working and learning, or achieve a technological breakthrough 
that could open up new possibilities and/or help mankind to 
tackle pressing problems? If so, what new ways of assessing 
efficiency, productivity and performance are required, to 
ensure the effective and sustainable use of available resources 
and capabilities to maximise social impact and social benefit? 

Successive generations of entrepreneurs and business 
leaders have made a massive contribution to innovation, 
discovery, development, knowledge and wealth creation. Many 
of them were trusted and respected during their lifetimes. 
Their influence underpins many widely valued aspects of 
contemporary societies and international civilization. Might 
a broader perspective and the fair and honest identification, 

valuing and reporting of net social contribution motivate a 
new generation of entrepreneurs to reduce negative impacts 
and be more innovative in increasing the beneficial ones? 

Today’s entrepreneurs and business leaders have the 
potential to both create and change. While there are 
challenges facing mankind, there are also unprecedented 
opportunities to be responsible, have a beneficial social impact 
and restore trust and respect in business, corporate leadership, 
enterprise and entrepreneurship. Better measures of social 
efficiency, productivity and performance would help them to 
determine which opportunities to pursue and help investors 
and other stakeholders to make decisions on which people, 
organisations and activities to support.

This article draws upon the theme paper of the 2018 and 12th 
International Conference on Corporate Social Responsibility 
which was written by the author. 
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HR Special Forces

HR ‘Special Forces’
How a new HR initiative is creating 
step-change productivity increases

Imagine yourself in these real situations:
•  Leading a Tier 1, Shingo Prize winning manufacturing 

operation, and growing frustrated with HR because out of your 
15 cell group managers – each with gross profit responsibility 
for 9 to 13 semi-automated moulding production cells – most 
will quit after six to eight months, and few ever last more than 
14 months. 

•  Leading a relatively young outside technical sales force of 400 
in Europe and, despite sales being surprisingly slow for Q1 at 
72% of prior year sales and 56% of target, for the next two 
weeks, your entire organisation will be virtually consumed with 
a widely reviled corporate performance appraisal process. 

•  Leading a global customer service operation of 11 contact 

centres, each with 250 to 1250 employees, and struggling to 
meet even marginal targets for service level and customer 
satisfaction, mostly because of a new marketing and sales 
approach including unannounced price increases, continually 
changing service bundles, misleading advertising and sales 
practices that psychologically ‘nudge’ consumers to make 
decisions many later regret. 

In each scenario, you are the manager of a people-dependent 
operation with a problem that for most organisations, is not 
easily resolved. The performance of your operation’s individual 
employees is suffering, seemingly not because of their personal 
incompetence, disengagement, poor loyalty, disregard for the 
customer or poor work ethic, but because of some other company 
function’s efforts to meet its own performance targets. Happens 
all the time, you say. At what cost?

Calculator handy? Try estimating what each situation would 
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cost per month while the constraining situation continues? 
Remember to include the low productivity, added expenses, 
offended customers, tarnished market reputation, the business 
opportunities missed. Furthermore, situations like these can 
continue for months, or even year after year, without resolution. 

Clearly, these are problems worth solving. Getting to a fast 
and generative solution, however, would not be easy for most 
organisations. Too often, and at incalculable cost, situations like 
this constrain managers and their organisations for years. 

CEO learns about new technology
This article is about how one organisation quickly and 
sustainably resolved these specific situations, as part of a larger 
programme to experiment with the emerging applied-science 
of humaneering. Simultaneously, it is about how creative and 
determined leadership by corporate human resources (HR) 
in a major multinational company seized this opportunity to 
demonstrate how HR could substantially increase the productivity 
of knowledge work across all kinds of business operations. 

X-Corp (a pseudonym) is a multinational company facing 
today’s widely shared strategic challenge of attracting and 
retaining scarce talent. Among the various initiatives launched 
in response, one of the lesser investments surprised everyone, 
when it quickly yielded sustainable step-change increases in the 
productivity of thousands of engineers, technical specialists, sales 

people, customer service reps, and more. 
According to the corporate CFO who championed this 

programme: “What began as a small bet to assess humaneering’s 
potential to improve the typical workforce issues – recruiting, 
hiring, engagement, performance, productivity and turnover 
– resulted in substantial improvements to all of these metrics. 
We set out to resolve these issues primarily to better utilise our 
existing human capital. Our efforts then naturally evolved into 
much more than any of us could imagine. 

“In 2018, we are planning for our HR Special Forces teams 
to continue providing urgent response services, and to lead 
planned initiatives to improve the financial performance of 20 
additional people-dependent operations, whose managers have 
asked for their help. This will be our fourth year and, it’s not an 
overstatement to say, this programme has changed the way we 
recruit, deploy, support and ultimately manage, our people. 

“Furthermore, it’s shown us how to maximise the value 
contribution of knowledge workers and, probably most surprising 
for many of us, it has revealed a perfect strategic role for HR 
in the more challenging VUCA years ahead.” (VUCA stands for 
volatility, uncertainty, complexity, and ambiguity.)

The 2015 start-up of this initiative is discussed at length in 
Management Services Journal, Winter 2016, pp. 42-47, ‘New 
Frontier for Increasing Workforce Productivity’. 

The objective for the Lab was to 
attract and support operations 
managers with fresh thinking about 
improved performance possibilities.

Programme Results

Year Planned Initiatives
(Projects completed)

Direct Cost
(All external expenses  
plus internal wages) 

First Year Improvement
(Revenue increase  

and/or cost decrease)

2015 4 US$ 3.2m or £ 2.2m US$ 19m or £ 13.4m

2016 9 US$ 5.7m or £ 4.0m US$ 89m or £ 63.2m

2017 13 US$ 9.1m or £ 6.4m US$ 441m or £ 313m
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Work Design Innovation Lab
Briefly, X-Corp won a bidding competition to host extended 
field trials of a beta release of humaneering in a broad range 
of applications. Quite by accident, the CEO first learned about 
the Humaneering Technology Initiative (HTI) while at a Harvard 
Business School programme. He imagined the potential and 
was determined to get his sprawling company the opportunity 
to experiment firsthand with this new technology for human 
work. Once secured, he asked his CFO to personally champion a 
programme of field trials across the company’s diverse people-
dependent operations. 

The field trials were designed to resolve problems and 
challenges facing operations managers, experiment with 
innovations in the design and management of people-dependent 
operations, and answer these major questions: 

1. Could humaneering readily increase the productivity of 
the company’s tens of thousands of engineers and other 
technical professionals, thereby providing some immediate 
relief to the company’s strategic shortage of talent?

2. Could humaneering speed-up the transition in management 
systems of the company’s hundreds of operations, from 
bureaucratic to agile management?

3. Could humaneering provide the company with a 
common framework across all jobs with which to consider 
opportunities to enhance human work with the emerging 
cognitive technologies?

4. Would humaneering’s principles and methods be 
favourably received by organisation members, thus making 
humaneering a means of attaining change that’s welcomed, 
rather than resisted? 

5. What function is best suited to deploy humaneering most 
effectively across the company?

Following a field-proven approach facilitated by HTI, the company 
set up what they named the Work Design Innovation Lab, in 
adjoining repurposed rooms within the corporate headquarters 
office building. The Lab was staffed as needed by professionals 
from HTI and a cross-functional team of engineering, IT, finance, 
HR, maintenance, and other professionals from the company, 
whose responsibility it was to develop a programme to reach out 
and engage the company’s operations managers. 

This physical facility was outfitted using the walls to visually 
present humaneering’s principles and methods, plus a wide range 
of new field-proven work design and management alternatives, 
and case histories to approximate their operational and financial 
impact. In addition, a small classroom, a conference room, seating 
areas and a coffee bar were created within the space, to enable a 
range of opportunities to confer with operations managers or any 
curious or interested employees.

A comparable virtual facility was created online, and for most 
operations managers it served as their first exposure to the Lab 
and the opportunity it represented. Introductory and educational 
programmes were offered online and at the Lab.

The objective for the Lab was to attract and support operations 
managers with fresh thinking about improved performance 
possibilities. For those managers who showed interest, the staff 
would design with them, one or more performance maximising 
alternatives and execute one or more nondestructive trials to 

These trials enabled managers 
to witness firsthand the 
impact of proposed changes, 
equipping them with hard 
data to support any approvals 
required. 

reveal the potential impact on management’s target metrics. 
These trials enabled managers to witness firsthand the impact 

of proposed changes, equipping them with hard data to support 
any approvals required. Professionals from the Lab then facilitated 
any change in work design and management systems directed by 
the manager. 

That was the plan. And it worked out mostly as planned. What 
the company did not expect, were calls from operations managers 
(and the executives they report to) asking for ‘urgent’ services. 
These included situations like the three scenarios outlined above, 
which deserved an immediate response (ie in one to three hours) 
and immediate relief (ie in one to three days) to an organisational 
situation creating substantial waste, followed by a longer-term 
systemic solution (ie in one to three months) with the intention to 
prevent the same issue from arising again. 

Results achieved
During the past three years, this programme has tackled problems 
and challenges of increasing scope (ie breadth of changes), scale 
(ie workforce size, number of facilities) and speed (ie time to 
immediate relief, time to implementation of redesigned system). 
The company schedules for a budgeted number of planned 
initiatives, which include the systemic solutions that follow urgent 
services. It also keeps a cross-functional team on call 24-7 to 
respond to people-dependent operations issues.

No, not every manager who enquired was interested, and not 
every initiative was executed as smoothly as planned. However, as 
executives and operations managers witnessed dramatic results in 
other operations across the company, their confidence increased, 
as did their willingness to follow the advice provided. 

The CFO for X-Corp makes clear that achieving this success was 
a collective effort of many functions throughout the company. 
Initially, volunteers were solicited from operations, HR, IT, finance, 
quality/continuous improvement, engineering, organisation/
leadership development, training, maintenance and a few 
other functions. They spent a week learning the basics on how 
to use humaneering and to develop an outreach programme 
for attracting and supporting internal clients, the managers of 
people-dependent operations anywhere within the company’s 
global footprint. 

Once underway, and at HTI’s suggestion, the CFO turned 
responsibility for the Lab over to its enthusiastic staff members, 
with people from HTI on hand to provide continuing guidance 
and support. Made up of highly capable individuals, the 
cross-functional group was readily able to provide its own 
management, with the CFO stopping by for a Monday morning 
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HR Special Forces

opportunity to take on additional responsibility. While a few 
other functions tried to limit their involvement, HR was there 
the most to take up the slack and make the programme easier 
for everyone to implement. HR also surprised the other functions 
involved with its flexibility on policies that were creating 
hardship, willingness to put customer value first, and unflinching 
support for operations managers and their efforts to create 
customer value in the most productive way possible. 

HR’s outsized contribution did not pass unnoticed or 
unrewarded. HR’s creative and determined leadership 
effectively seized this opportunity to demonstrate how HR could 
substantially increase the productivity of knowledge work across 
all kinds of business operations. There was no surprise in 2017, 
when the CFO passed responsibility for this initiative to the HR 
executive. 

It came out later that the CFO had polled the other functions, 
and all agreed the programme belonged in HR or, if HR didn’t 
want it or could no longer support it effectively, it should remain 
as a separate, fully empowered, highly capable, cross-functional 

stand-up, joining in discussions about larger operations and 
involving key managers and executives, making a few calls now 
and then to convince select managers and executives to stop by, 
and simply dropping in with pastries or flowers to cheer on the 
staff.

HR’s new role
The role of most organisation’s human resources function (HR) 
has remained the same for as long as most people can remember. 
A few notable exceptions include having new government 
regulations to enforce, updating administrative technology, 
and supporting management’s adoption of new organisational 
tactics (eg empowerment, downsizing, mergers). X-Corp’s HR 
was no different from most, except perhaps for the vision and 
determination of its top HR leader and her staff. 

 During the initial planning for this programme, I met with the 
leaders of the major corporate functions that might be involved 
directly or otherwise be impacted. The response I received was 
mixed, ranging from “I haven’t got time for this foolishness” to 
“how soon can we start?” Not in these words necessarily, but this 
was how it felt. 

To her credit, the HR executive wanted to know everything 
about the programme. She even cleared her afternoon schedule 
to extend our conversation. It’s fair to say she was at first 
conflicted, because the CFO had not contacted her directly since 
the planned programme clearly “had HR written all over it.” We 
discussed humaneering at length, plus the cross-functional and 
agile aspects of humaneering’s methods. All the while she was 
pensive, and I could imagine the wheels in her mind churning. 

After a couple of hours and a short break, she invited three 
of her staff in for our remaining discussion. She asked me to 
tell them what I had told her, which I did, and then she asked 
them: “What are your thoughts about what we could do with 
this opportunity?” Apparently, they had previously discussed or 
were discussing ways for HR to take a leadership role in guiding 
the organisation through the coming transformation to new and 
more productive designs for human work. 

As the programme unfolded, HR raised its hand at every 
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unit, that could respond quickly and effectively to people-related 
problems and opportunities affecting the company’s operations. 
Several mentioned the military’s ‘Special Forces’ capability as a 
metaphor. 

The connection with Special Forces made sense to everyone 
involved. Someone pointed out that several airlines had studied 
car racing ‘pit crews’ for techniques on how to speed up their 
turnaround of arriving airplanes. Within a week, everyone had 
watched their favourite ‘special forces’ movie and brought in 
suggestions for how HR’s new Special Forces unit could further 
improve its response. 

Scenario resolutions
If you are interested in how the three scenarios were resolved by 
HR’s Special Forces, here is some additional information: 

In the first scenario, there was no problem with the people 
being recruited. The problem was what they experienced once on 
the job, which rendered otherwise capable production managers 
hopeless. The underlying problem was the design of performance-

The role of most 
organisation’s human 
resources function (HR) has 
remained the same for as 
long as most people can 
remember.

based compensation, which motivated the engineering function 
to withhold services from production to remain within its budget, 
as required for payout. Without the needed level of engineering 
support, cell managers were forced to run worn out moulds on 
unmaintained machinery. This created substantial waste and 
slowed moulding cycles, frustrating operators and preventing 
them from hitting their own bonus. 

It required less than an hour for the HR Special Forces unit 
to decouple the performance compensation and expand the 
engineering budget to cover any overage. This enabled the 
plant manager to assign full time engineering support to this 
department until it was once again running at more than 100% 
efficiency. A special one-time cash bonus (10% of annual wages) 
was arranged for all cell managers, operators and support crew 
affected, and the department received a formal written apology 
for the frustration caused by the oversight, signed by the plant 
manager, CFO and COO, and posted in the break room. The plant 
was back to over 100% efficiency in only two months, during 
which profitability of the department climbed dramatically.

In the second scenario, the performance appraisal process 
was immediately cancelled (not just postponed), and six of the 
company’s top field sales managers with prior experience in this 
division, were brought in for two weeks to provide whatever 
assistance they could to the new sales manager and her young 
sales force. In addition, virtually the entire team of product 
managers were sent into the field for evening product training 
sessions throughout the entire sale territory. The struggling 
territory was ahead of its annual sales targets by the end of Q2.

In the third scenario, performance of the contact centre 
representative was immediately decoupled from service levels 
and customer satisfaction, and overtime (at time and a half) was 
allowed for anyone willing to work up to a maximum of two full 
shifts per day, seven days a week, until the call volume settled 
back to traditional levels. In addition, top people from marketing 
and sales were brought in to educate the representatives on the 
company’s actual strategy, which was not what was being implied 
by the customer’s comments. Yes, there were some changes 
being made to pricing strategy, and marketing and sales failed 
to even inform the contact centre of this, which was due to the 
responsible person being on leave and no one filling in, service 
levels and customer satisfaction were above traditional levels 
within three weeks.
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Uganda’s productivity 
vision for the future
The government of Uganda has been ‘looking for avenues 

and opportunities to professionalise public officers to 
facilitate efficient and effective service delivery. The 

achievement of Uganda Vision 2040 requires the addressing of 
issues of unprofessionalised, underdeveloped human resources 
and underdeveloped services sector. Accordingly, in the National 
Development Plan (NDP II 2015-16-2019-20), under Public Sector 
Management, the priorities to be addressed are: to improve 

recruitment, development and retention of a highly skilled 
and professional workforce; and Public Service management, 
operational structures and systems for effective and efficient 
service delivery. 

The institutional review and restructuring of 2016, upgraded 
the Department of Management Services to a Directorate 
level within the Ministry of Public Service and it is charged 
with the responsibility to develop and review operational and 

Newly qualified productivity analysts celebrate with managers, government officials and instructors.
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We have a task ahead of us to 
ensure we market the profession 
as well as practise it in reality. 

management structures, systems, cost control and productivity 
practices to enhance service delivery in government institutions.’ 
The 15 management analysts in this Directorate were required 
to enhance their skills and knowledge through training for 
the internationally recognised professional productivity 
qualification, the IMS Certificate.

After consultation with Scott-Grant and the IMS, the 
Permanent Secretary of the Ministry of Public Service − Uganda, 
Mrs Catherine Bitarakwate Munsingwiire, invited Scott-Grant 
Training to deliver a four week training course on site in Uganda 
at the Civil Service College in Jinja. Sarah Lwanga Naluutu, AMS, 
a Principal Management Analyst co-ordinated the course and all 
the required logistics and arrangements. Everyone agreed that 
there would be huge benefits to the large group of 15 delegates 
if two instructors provided the training, to ensure they all got 
sufficient individual coaching and attention during the course. 
In November 2017, senior instructors from Scott-Grant Ian 
Winstanley and Richard Easton, travelled to Uganda to train and 
guide the delegates to obtain their professional qualification.

After four intensive weeks of training, all the delegates 

achieved the required level and were awarded their Institute 
of Management Services Certificate qualification, with life 
membership and an upgrade to Associate Member, AMS. 
Immediately following the completion of the course, individual 
reports were submitted to the Directorate commenting on 
areas of strength and weakness, along with suggested teams of 
complementary skills as the newly qualified practitioners begin 
to apply productivity philosophies and techniques.

Thanking Scott-Grant “for the knowledge, skill and expertise 
they imparted” and for enabling the Directorate to achieve 
their objective, Sarah commented: “We are much energised and 
trying to put into practice some of the new concepts delivered 
during the four week course. The Certificates will give us an 
edge in Uganda and in government – there are not many people 
with such a treasure. We have a task ahead of us to ensure we 
market the profession as well as practise it in reality. We will 
seek to raise awareness of how much the productivity of the 
entire public sector can be turned around. We intend to lift 
the Directorate of Management Services to greater heights.” 
She was extremely complimentary about the two Scott-Grant 
instructors, saying: “Their dedication and commitment has 
enriched and rewarded us all. Their footmarks have been left 
behind and we look at them with profound admiration.”

On the last day of their time in Uganda, the instructors were 
delighted to formally present each attendee with their IMS 
Time Study Practical, their IMS Certificate and Associate grade 
certificate. The tables then turned as the Permanent Secretary 
presented, on behalf of all the delegates and management, an 
individual appreciation award to both surprised instructors in 
the form of an engraved plaque.

Ugandan government official presents Senior Instructor  
Ian Winstanley with an appreciation award.
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Dynamic capabilities 
in the Caribbean
William Lawrence and David Parker.

Dynamic capabilities are those features of an organisation 
that increase the likelihood of recovery from losses. 
Such resilience to quickly recover after times of diversity 

and business calamity, is what sets apart those that have agility 
and sustainable characteristics, from those that have a business-
as-usual agenda. This article describes how a Jamaican producer 
of fresh foods achieved turnaround by using agile supply chain 
management to transform its business model.

Many manufacturing firms worldwide incur losses due to 
market disruptions, depressed prices, rising input costs and 
intense competition. In Jamaica, manufacturers must also cope 
with the small market size, onerous taxation and ongoing 
depreciation of the local currency relative to its trading partners. 
With globalisation comes extreme competition and a vulnerability 

for those that are recognisably inefficient and non-effective.
Data from yearbooks published by the Jamaica Stock Exchange, 

indicate that 68% of all listed manufacturing firms incurred losses 
at some point in time; and nearly half of these entities failed to 
recover. Annual reports from the Planning Institute of Jamaica, 
reveal that the number of small manufacturers filing General 
Consumption Tax returns, decreased by 49% over the period 2005 
to 2013. When consideration is made of the critical importance 
to developing a country like Jamaica such organisations are, 
the seriousness is compounded. Clearly, this situation needs 
improvement because the ailing manufacturing sector accounted 
for 37% of the variability in total growth of Gross Domestic 
Product in Jamaica from 1982-2013. 

The prevailing popular view on corporate turnaround 
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management, developed over the past four decades, asserts 
that viable firms can recover from organisational decline by 
resolving financial distress, changing strategy and increasing 
efficiency by focusing on important products and services. 
Invariably, Pareto 80/20 is the method adopted to identify 
important and less important products and services. However, 
this perspective overlooks dynamic capabilities as a tool for 
strengthening business models to increase company profitability. 
Ordinary capabilities are high-level organisational routines for 
deploying resources to produce and sell goods and services. These 
capabilities become dynamic when firms purposefully reconfigure 
and redeploy resources by sensing threats, seizing opportunities 
and transforming organisational behaviour to cope with 
environmental changes. Such organisations are far more proactive 
in their market intelligence gathering. 

Dynamic capabilities become visible only when utilised and are 
associated with tacit organisational elements and intangibles such 
as processes, managerial cognition and knowledge.

So how does a manufacturing firm attempting turnaround 
develop and leverage dynamic capabilities to transform its 
business model? In this article, we describe how Jamaica 
Producers Group (JPG) leveraged their dynamic capabilities for 
corporate turnaround, by transforming their operations from 
fresh food cultivation and processing to become a global supplier 
of specialty foods.

Jamaica Producers Group (JPG)
The Jamaica Producers Group began operations as a cooperative 
in 1929, to compete against the large foreign-owned fruit 
companies for the marketing and shipping of Jamaican bananas 
to the UK. During the 1930s, the company purchased ships 
and became a joint stock company. Banana farmers, who were 
members of the cooperative, owned all the shares. By the early 
1990s, JPG had a vertically integrated supply chain planting 3600 
acres of bananas in Jamaica, cultivating citrus, and marketing and 
distributing fresh produce and juices in Jamaica and the UK. 

Jamaica Producers Group went through a dramatic period of 
profit decline and then recovery, from 2004 to 2011. Figure 1 
captures this turnaround cycle across five periods of time.

Zone A is the pre-decline period (before 2004) showing sales 
growth and profits. During Zone B, from 2004 to 2007, there 
was substantial sales decline and consequent losses. Zone C is 
the period of decline-stemming, from 2007 to 2008, when sales 
growth resumed but the company continued to incur losses. 
Zone D is the period of recovery, from 2008 to 2011, involving 
further sales growth to restore profitability. Finally, Zone E is the 
period of post-recovery during which the company sustained sales 
growth and profitability. 

Zone A: Pre-decline (before 2004)
During the years 2000-2003, JPG expanded its product range and 
sales by leveraging its capacity to manage its cross-border supply 
chain in the fresh foods industry, and then to exploit preferential 
access to the UK market.

The company had four strategic objectives: expand investments 
in fresh chilled juices, drinks and food; build distribution and 
processing of fresh produce in the UK; increase sales of tropical 
snacks, ripe bananas and other fresh produce in Jamaica; 
and create shareholder value through investment portfolio 
management. The banana division was vertically integrated for 
sourcing, farming, ripening, and distributing bananas for the UK 
market; and transported from Jamaica by company-owned ships. 
The largest share of profits came from the UK subsidiary, JP Fruit 
Distributors, engaged in ripening, marketing and distributing 
bananas in the UK. JPG also supplied supermarkets with imported 
fruits, including apples, pears, citrus, grapes, melons, and 
pineapples, as well as private label juices and drinks. Next, JPG 
built a plant in Wales to produce and sell fresh soups.

Regulatory changes in 2001 reduced UK import licenses for 
bananas from Latin America. But JPG prepared for increased 
competition by obtaining international quality certification for 
its Jamaican operations. It also explored opportunities to supply 
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Figure 1. The turnaround cycle of Jamaica Producers Group.
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Africa and increase sales within Latin America and the Caribbean. 
The company also manufactured banana and plantain chips 
for the Jamaican market and exported yams, sweet potatoes, 
pumpkins, and coconuts to the USA and UK.

Shipping capacity utilisation improved because of increased 
demand forecasting and more flexible charter arrangements. The 
company further developed its Sunjuice brand of fresh juices and 
smoothies in the UK, serving over 2000 outlets. Sunjuice went 
on to acquire Regale Foods, a London-based food distributor 
serving major hotels and restaurants. The strategy was to combat 
the increasing price sensitivity of the market by being a low cost 
provider and capture market share through competitive products. 
Bananas for the UK were sourced from Africa, Latin America and 
the Caribbean. In 2004, JPG had 2154 employees, 1481 in Jamaica, 
667 in the UK and 6 in Costa Rica. 

Zone B: Decline (2004-2007)
In 2005, Hurricanes Denis and Emily reduced farm production by 
45% in Jamaica. There was a product recall at one juice factory in 
Wales due to tampering. The majority of Sunjuice’s output was 
sold under private labels for UK supermarkets and experienced 
cost increases that could not be passed on to customers because 
of intense price competition. In 2006, the European Union 
(EU) removed the protection offered by banana import quota 
restrictions. Hurricane Dean then destroyed farms and disrupted 
snack food and ripe banana trading. However, insurance 
payments did not cover damage costs. Consequently, Jamaica 
Producers sourced bananas from Central America, South America 
and West Africa. The company started banana production in 
Honduras, launched chilled premium desserts using a new plant at 
Sunjuice, and acquired Simply Organic Limited to supply organic 
soups, ready meals and pasta sauces. 

Jamaica Producers Group (JPG) sold its 65% shareholding in JP 
Fruit Distributors and began efforts to change the product mix 
and customer profile. The company supplied blended juices and 
smoothies, established strategic alliances with leading brands 
in the UK, and explored options to reduce dependence on the 
UK and Jamaican markets. State-of-the-art processing facilities 
were used to co-pack fresh prepared food and drink in the UK 
for major retailers under strategic alliances for leading brands. 
Fifty-one employees were then cut from the workforce. However, 
national distribution arrangements were negotiated for premium 
chilled food and drink. Next followed joint venture tropical snack 
factory operations in the Dominican Republic. 

Jamaica Producers Group reacquired the freight forwarding, 
shipping agency and customs clearance businesses sold previously 
to the Dole Food Company. The focus was also to drive 
operational efficiencies and better margins through business 
development and acquisitions. However, these measures were 
insufficient to stem the losses. In 2007, JPG incurred a loss of $479 
million and the Chairman stated: “The Performance of JPG is not 
satisfactory.” 

Zone C: Decline – stemming (2007-2008)
In 2008, losses climbed to $2.86 billion mainly from its Fresh & 
Processed Foods division. This division comprised Sunjuice (juices 
and smoothies): Serious Food Distribution (chilled juices) and 
Serious Soup (fresh soups) in the UK and also A L Hoogesteger 
Fresh Specialist B V producing juices in the Netherlands. 

The Banana division comprised farming in Jamaica and 

Data from yearbooks 
published by the Jamaica 
Stock Exchange indicate 
that 68% of all listed 
manufacturing firms incurred 
losses at some point in time; 
and nearly half of these 
entities failed to recover. 
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Honduras, together with the logistics activities. Raw material costs 
increased during the year by 32% – and these could not be passed 
to customers. 

Changes in consumer behaviour led to collapse in sales of 
fresh juice and smoothies. The turnaround plan announced in 
2007 consisted of (1) sales on non-core businesses – soups and 
desserts, (2) reduction in administrative expenses and headcount, 
(3) termination of uneconomic contracts and decommissioning 
of underutilised plant, (4) selling price increases, (5) strategic 
alliances with branded players, (6) new management for 
turnaround and (7) diversification into markets outside of the UK. 

The assets of the Serious Food business were placed in 
administration for liquidation to pay creditors. Hurricane Gustav 
disrupted 90% of banana exports. Faced with fierce competition, 
JPG took the decision to halt cultivation and exports of bananas 
from Jamaica. The company focused on fresh juice manufacturing 
in the Netherlands facility and banana snack production in the 
Dominican Republic. The logistics unit provided freight services to 
the wider Caribbean. 

JP Tropical Foods produced natural snack products supported by 
a 600-acre mixed use farm cultivating banana, cassava, breadfruit, 
plantain, and sweet potato under the ‘St Mary’s’ brand. These 
complemented the premium juice business in Europe. The 
Chairman reported: “Despite progress on all fronts, our efforts 
were simply not sufficient because of the extremely adverse sales 
trends in UK premium foods coupled with inadequate margins.” 

Zone D: Recovery (2008-2011)
In 2009, floods affected crops in Jamaica and there was the 
adverse impact of the global financial crisis on its UK business. 
JPG therefore closed its juice business in the UK. The remaining 
businesses include JP Europe, the largest producer of fresh juice 
in the Netherlands with exports to neighbouring countries. This 
division imports fruit from around the world and operates a 
juice extraction and bottling plant, and also operates a freight 
forwarder and freight consolidator (JP Shipping) serving the 
Caribbean. The other division is JP Tropical, a snack producer in 
Jamaica and the Dominican Republic (including ripe bananas) 
engaged in farming, in Honduras and Jamaica, and food 
processing. The Chairman stated: “The aim is to position JPG as a 
multinational specialty food company with one business centred 
in Western Europe and the other in the Americas.” 

New distribution arrangements were put in place in the 
Dominican Republic, USA and Canada. Jamaica Producers owned 
3500 acres of land, a full-service logistics operation (door-to-door, 
one-stop London-based freight consolidation) and holds equity 
and fixed income securities. JP Europe had 177 employees and JP 
Tropical Foods has 690 employees. 

In 2010, JP Europe accounted for 78% of the combined 
JPG revenues. JP Shipping Services was affected by the global 
recession and returned to profitability by engaging in aggressive 
cost cutting to cope with revenue decline. JP Tropical became the 
leading snack producer in the Caribbean. This division also had 
farming and food processing operations in Jamaica as well as 
land holdings. JPG disposed of its banana farms in Honduras in 
keeping with the decision to withdraw from cultivation. Jamaican 
ripe banana volumes grew by 23%.

However, the vegetable crop Cassava was perceived as a 
farming opportunity. The tropical snacks joint venture in the 
Dominican Republic found the local market challenging. And in 
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2011, JPG experienced cost increases for citrus, bananas and other 
fresh food ingredients. Disaster then struck with tropical storm 
Nicole destroying crops. As a hedge, the company bought shares 
in Kingston Wharves. 

Zone E: Post-recovery (after 2011)
In 2012, JP realised a substantial gain on disposal of investments. 
Hurricane Sandy struck Jamaica and temporarily halted 
production at the snack factory. Emerging production included 
pineapples, cassava and coconuts. The company began producing 
rum-based specialty products in Tortuga, established a coffee 
joint venture business in Jamaica, and started a mining business 
in Jamaica to supply construction aggregates. The aim was 
to market a diverse range of products to travel and tourism 
retailers, e-commerce, specialty foods, general supermarkets and 
convenience channels across the Caribbean and in selected world 
markets. 

On a more positive front, the UK-based logistics and freight 
forwarding business returned to profitability. The company 
marketed specialty foods in Europe, the Caribbean, North 
America and Asia. JP Shipping Services, the UK Logistics service 
and the joint venture in Kingston Wharves, positioned the 
company to seize opportunities from impending expansion of the 
Panama Canal. 

The growth momentum continued in 2013, with JPG securing 
new listings of its products with major US-based retailers and 
strengthening ties with the leading specialty food distributors 
in the Caribbean. The company acquired full ownership of the 
snack producing factory in the Dominican Republic and expanded 
production of pineapples and cassava in Jamaica. The strategy 
was to supply ‘value-priced high quality snack and fresh produce 
for Caribbean consumers, as well as distinctive specialty foods for 
North America, Europe and Asia’, a press release stated.

Leveraging dynamic capabilities 
Jamaica Producers Group achieved turnaround by changing its 
strategy, from cost leadership to product differentiation, and 
so mitigate environmental pressures and increasing operations 
efficiency issues through agile supply chain management.

These moves transformed organisational behaviour radically, 
from price sensitive commodity produce, primarily for the UK 
market, to value-added specialty foods for global markets. 

Notably, firms in turnaround situations need appropriate 
managerial cognition to build and deploy competitive resources 
profitably for recovery from decline. This business acumen is 
intensely entrepreneurial – to figure out ways to reverse decline 
and sustain recovery – and quickly. 

The capacity to transform business models depends on 
the firm’s dynamic capabilities. JPG was able to purposefully 
rescale, refocus and reformulate its supply chain to cope with 
environmental changes (see Table 1). 

At the start of the 21st century, JPG had a strong, vertically 
integrated supply chain providing fresh commodity produce and 
juices, mainly for the UK market. Success hinged on the ability of 
the company to generate high sales volumes to cover costs. Asset 
turnover was more than two times per year, as JPG diversified its 
range of produce and offered private labels to UK supermarkets. 
The main weakness of the supply chain was heavy dependence 
on the UK market but this was overshadowed by lucrative 
commercial opportunities. Nonetheless, managers searched 
proactively for early signs of organisational decline through 
market probing, listening to customers and scanning elements of 
the business ecosystem. 

Faced with multiple external threats from 2004-2008, JPG 
incurred severe losses and declining asset utilisation. The company 
diversified its sources of supply and range of products. It also 
divested or liquidated loss-making businesses and cutback 
expenses, waste and the size of its workforce. These moves 
increased asset utilisation but still incurred losses. 

Dynamic capabilities must be well targeted and deployed for 
success. Restructuring the supply chain, within the commodity 
produce industry, was insufficient because this strategy required 
high sales volumes to cope with rising costs; and the company 
remained highly exposed to crop damage from hurricanes. 

The company reconfigured its supply chain, with JP Europe 
based in the Netherlands and JP Tropical in the Dominican 
Republic and Jamaica. This strategy reduced exposure to 
natural disasters and expanded market scope, while generating 

BUSINESS MODELS

Zone 
Dynamic 
Capabilities

Managerial Cognitions Resource Deployments Target Markets Financial Performance

A Building 
supply chain 
management 
capability

Organic growth by 
exporting fresh produce 
from Jamaica to the UK

Exploit supply chain 
vertical integration

Jamaica; UK 4% net profit margin 
Over two asset turns per 
annum 

B/C Sensing threats Removal of EU banana 
quota; rising costs and 
natural disasters

Restructure supply chain 
to reduce costs and 
increase sales within 
the commodity produce 
industry

Jamaica; UK; 
Dominican 
Republic; 
Netherlands

22% net loss margin 
Asset turn falls to one 
during decline then 
rises to over two after 
cutbacks

D Seizing 
opportunity

Organic growth from 
specialty foods for global 
markets

Reconfigure the supply 
chain on profitable 
products and markets.

Caribbean; Europe; 
North America

5% net profit margin 
Asset turns falls to one 
due to capital intensive 
production

E Transforming 
for renewal

Organic growth from 
specialty foods 

Diversify the supply chain 
using joint ventures to 
enter new industries.  

Caribbean; Europe; 
North America; Asia

4% net profit margin 
One asset turn 

Table 1. How Jamaica Producers Group leveraged dynamic capabilities for turnaround.
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slightly higher profit margins. Jamaica Producers also reduced 
its dependence on the UK market. JPG increased its output of 
tropical snacks and used individual vendors to sell ripe bananas 
directly to consumers, such as motorists in Jamaica. The capability 
to seize opportunities involved designing a business model that 
satisfies customers and captures value for shareholders. The 
organisation needed also to forge strong relationships with 
critical stakeholders, such as customers and suppliers.

However, organisational capabilities must be transformed 
eventually to pursue radical new opportunities or breakout 
of stagnation and performance decline. This transformation 
involves renewal by way of organisational learning, defined as 
the capacity to generate new knowledge from research and 
experimentation. During the post-recovery period, Jamaica 
Producers Group diversified its supply chain beyond fresh produce 
to enter new industries, including coffee and construction. 
The company leveraged strategic partnerships to extend its 
involvement with the Jamaican shipping industry in anticipation 
of benefits from the widening of the Panama Canal. 

Conclusion
The Jamaica Producers Group developed and leveraged its 
capacity for agile supply chain management, along with the 
entrepreneurial mindsets and strategic partnerships to recover 
from organisational decline. Consistent with prescriptions in 
turnaround literature, the company changed strategy to cope 
with external pressures and increased efficiency by re-scoping 
products and markets. There was no need for financial 
restructuring because the company had no challenge pertaining 
to debt burden. However, the company had to reconfigure the 
international flow of activities and transactions, from suppliers 
through to retailers and end-users, to fit deliberate changes in 
company product and customer profile. 

Turnaround came from a business model evolution with 
organisational forms that generated innovative products 
and supply chains. Table 1 provides a template for others 
contemplating incorporating dynamic capabilities in plans for 
business turnaround. Managers need to be able to discern 
when radical change is necessary. However, managers can check 
intended actions for consistency among managerial cognitions, 
resource deployments, target markets and anticipated financial 
performance. 

The Jamaica Producers Group initially attempted turnaround 
by reconfiguring the supply chain within the commodity fresh 
produce industry. This strategy was insufficient, time consuming 
and costly. Radical change was necessary when there was a 
profound and adverse shift in market fundamentals, such as 
consumer preferences and raw material costs. 

The notion of dynamic capabilities is relatively new in the 
practice of management. This case study contributes to the 
limited body of knowledge, by illustrating how a manufacturing 
firm from a small developing economy achieves turnaround 
using global arrangements. Jamaica Producers Group recovered 
from organisational decline through fortitude, tenacity and 
entrepreneurship, to build and leverage dynamic capabilities for 
agile supply chain management. 

With the benefit of hindsight and on reflection, there is a 
substantial learning to be gained from JPG’s recent history. This 
case gives that opportunity. 
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With the advent of life membership 
we are attracting new members. There 
are still people who are engaged in 
management services who are not 
members and we would like them to join 
the Institute.

We can use our ‘direct entry’ route to fast 
track this and information is available 
from Brooke House.

We very much hope that our existing 
members will make potential members 
aware of this option.

Why Don’t YOU  
Join the IMS

What Next?
Contact the IMS for an application form
W:   www.ims-productivity.com
E:   admin@ims-productivity.com
T:   01543 266909

   Brooke House, 24 Dam Street,  
Lichfield, Staffs WS13 6AA

• Actively promoting the IMS in your place of work 

•  Encourage colleagues at work as well as  
professional and social contacts to join  
the Institute

•  Refer potential new members to the Journal  
as an example of what the IMS is about

•  Remind potential members of the benefits of IMS 
membership, eg, education system, regional structure, 
recognised professional qualification

•  Up to the minute information via the IMS Journal and 
website professional support

• Undertaking contract/consultancy work


